Bethel University

Spark
All Electronic Theses and Dissertations
2022

The “Most Important Asset”: An Exploratory Comparative Case
Study of Factors Influencing Faculty Hiring and Faculty
Composition at Two Small, Private Colleges in Iowa
Jamii Claiborne
Bethel University

Follow this and additional works at: https://spark.bethel.edu/etd

Recommended Citation
Claiborne, J. (2022). The “Most Important Asset”: An Exploratory Comparative Case Study of Factors
Influencing Faculty Hiring and Faculty Composition at Two Small, Private Colleges in Iowa [Doctoral
dissertation, Bethel University]. Spark Repository. https://spark.bethel.edu/etd/852

This Doctoral dissertation is brought to you for free and open access by Spark. It has been accepted for inclusion in
All Electronic Theses and Dissertations by an authorized administrator of Spark. For more information, please
contact kent-gerber@bethel.edu.

The “Most Important Asset”: An Exploratory Comparative Case Study of Factors
Influencing Faculty Hiring and Faculty Composition
at Two Small, Private Colleges in Iowa

by
Jamii R. Claiborne

A dissertation submitted to the faculty of Bethel University
in partial fulfillment of the requirements for the degree of
Doctor of Education

Saint Paul, MN
2022

Approved by:
Advisor: Dr. Jessica Daniels
Reader: Dr. Mary Gill
Reader: Dr. Marta Shaw

© 2022
Jamii R. Claiborne
ALL RIGHTS RESERVED
2

Abstract
The faculty composition in U.S. higher education has changed significantly over recent
decades (AAUP, 2020; Hurlburt & McGarrah, 2016b; Schuster & Finkelstein, 2006). What was
once a faculty model dominated by tenured and tenure-track faculty has shifted to majority
contingent. As of 2020, contingent faculty composed nearly 70% of the American professoriate
(AAUP, 2020). The trend extends across all sectors, including small, private, nonprofit higher
education, where 50% of the faculty are contingent (Hurlburt & McGarrah, 2016b). For a sector
that has historically distinguished itself through its student-centered mission and tradition of
highly engaged faculty, large shifts in faculty composition warrant careful study. The purpose of
this qualitative research study was to explore in depth the factors influencing faculty hiring at
small, private, nonprofit institutions in Iowa. An exploratory comparative case study design was
used to examine the faculty hiring experiences and perspectives of eight upper-level academic
administrators across two private colleges in the state. Kezar and Maxey’s (2016) a Model for
the Future of the Faculty provided the conceptual framework, and the findings offer a glimpse
into the complex process of faculty hiring in which administrators must weigh many, and
sometimes conflicting, factors as hiring decisions are made. The findings provide insight into
how external pressures, internal values, organizational priorities, institutional missions, and
student success intersect and influence faculty hiring. The findings also reveal an opportunity for
small, private administrators to use adaptive leadership strategies to shape their future faculty
models more intentionally and proactively. New models should include differentiated but equally
valued faculty roles, reprofessionalization efforts, and faculty diversification, as well as align
with institutional missions and allow for flexibility during challenging times.
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Chapter I: Introduction
In 2001, fresh out of graduate school where I had fallen in love with academia and
college teaching, I was excited to be hired as a faculty member at a small, private, liberal arts
college in Iowa. At the time, I was unaware that the one-year, full-time, non-tenure-track
instructor appointment I accepted was part of what has been called a “seismic shift” in the U.S.
higher education workforce (Schuster & Finkelstein, 2006, p. 195). That shift is perhaps the most
prevalent change in the faculty composition at U.S. universities in the last century—the shift
toward hiring more contingent faculty and fewer on the tenure track.
While far from a homogenous group, contingent faculty are generally nontenure, shortterm, low-cost hires employed predominantly to teach, and are therefore often disconnected from
larger institutional initiatives and objectives (Hurlburt & McGarrah, 2016b; Kezar & Maxey,
2016). Contingent faculty members can be fulltime or parttime, and their contract statuses range
from single-course contracts to multiyear contracts and all varieties in between. One of the
greatest concerns about the growing number of contingent faculty in higher education is that
nearly all are hired off the tenure track, which has led to an “alarming” and “dangerous” decrease
in tenured and tenure-track faculty at American colleges and universities (AAUP, 2014, p. 170).
The first fault lines in the faculty composition appeared in the 1970s when significant
numbers of parttime faculty were hired in response to uncertainty about enrollments and funding;
however, the dramatic growth continued into subsequent decades (Kezar & Sam, 2010; Schuster
& Finkelstein, 2006). By 2016, 73% of the faculty members at U.S. colleges and universities
were contingent, an increase of 18% in just over 40 years (AAUP, 2017; AAUP, 2018). Recent
data from the National Center for Education Statistics collected through its Integrated
Postsecondary Education Data System (IPEDS) was analyzed by the American Association of
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University Professors (AAUP) in its Annual Report on the Economic Status of the Profession and
revealed a slight decrease in contingency with fulltime and parttime non-tenure track faculty
comprising just under 70% of the faculty on U.S. college campuses in 2020 (AAUP, 2020).
The magnitude of the shift has been felt across all sectors of higher education, including
private, nonprofit institutions like the one where I was hired. By 2013, on average, contingent
faculty composed two-thirds of the faculty share, defined as head-count faculty (unduplicated
count of faculty employed) at private institutions of all types (Hurlburt & McGarrah, 2016b). In
other words, fewer than 50% of faculty members at private institutions were tenured or on the
tenure track (Hurlburt & McGarrah, 2016b).
This pattern has also occurred at higher education institutions in the state of Iowa, where
small, private colleges populate the rural and suburban landscape. Similar to many other states,
enrollment in the last decade has declined at small Iowa colleges, and more than half of these
institutions have reported a narrowing gap between revenues and expenses with several operating
a deficit in recent years (Bolten, 2018). Additionally, the national enrollment cliff that is
predicted to arrive by 2026, when experts predict the college-going population will decline by
15%, is expected to be even steeper in Iowa (Grawe, 2017). The same is true for the surrounding
states of Illinois, Nebraska, Minnesota, and South Dakota where small Iowa private colleges
recruit much of their out-of-state enrollment (Grawe, 2017).
However, most of Iowa’s college students come from in-state. In 2018, 87% of high
school graduates in the state stayed in Iowa for college (Miller, 2020). With a forecasted loss of
2,500 or more high school graduates between 2025 and 2029, Iowa colleges will have fewer
potential in-state college students and even more competition for them, if they can survive that
long (Miller, 2020). According to Miller (2020), concern exists that the enrollment decline that
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was already underway but has now been exacerbated by the COVID-19 pandemic, may be too
much for some of Iowa’s independent colleges to endure, especially those without large
endowments (Miller, 2020).
Finally, many of Iowa’s private institutions are located in rural areas, and National
Student Clearinghouse (2016) data identified rural high school students as the geographic
category least likely to attend college. The rurality issue is yet another challenge facing Iowa
private colleges in a growing list that also includes enrollment declines and operations
complications caused by a global pandemic. These challenges have generated concerns about
futures for small, private higher education in the state and speculation about which institutions
will or will not survive (Bolten, 2018; Lasley, Hogberg, Rasmussen & Harris, 2020; Miller,
2020).
These challenges also impact and complicate the leadership of Iowa private colleges. The
same economic pressures and enrollment obstacles reported by journalists and studied by
scholars are faced by Iowa’s private college administrators. Those administrators confront an
increasingly complex context for decision making, including decisions regarding faculty hiring.
As private colleges increase their contingent hiring as one response to their economic and
enrollment struggles, they may also inadvertently alter the overall faculty composition which
could endanger their unique purposes, missions, and overall survival.
Statement of the Problem
Researchers have documented the potential ramifications of this remaking of the faculty
composition to majority contingent (Finkelstein & Schuster, 2011; Kezar, Holcombe & Maxey,
2016; Kezar & Maxey, 2016). Those results are decidedly mixed. The use of contingent faculty
has created perceived negative results in some cases and produced positive results in others.
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The areas of negative concern that have emerged in research include the
deprofessionalization of the professoriate, poor contingent faculty working conditions, and
negative effects on student success. First, prominent higher education organizations and
researchers have warned that excessive use of contingent faculty could threaten the professoriate
overall, including negative effects on academic freedom, shared governance, and tenure (AAUP,
2019; AAUP, 2018; Kezar & Maxey, 2016). Next, researchers have reported a second negative
impact of contingency as contingent faculty’s working conditions. Contingent faculty are often
under-supported in many ways, including lack of proper orientation, low pay, contract insecurity,
lack of professional development or mentorship, and disconnection from colleagues, the
curriculum, and its learning goals (DePaola & Kezar, 2017; Kezar, 2012; Kezar & Sam, 2010;
Mumme, 2018; Pope Zinsser, 2017). Finally, over-hiring contingent faculty could undermine
students’ academic success (Kezar & Gehrke, 2016; Kezar & Maxey, 2016; Maxey & Kezar,
2015; Ochoa, 2012; Wheaton, 2020). While the research about contingent faculty teaching
effectiveness remains mixed (Michel, Jimenez, & Campbell, 2018; Ochoa, 2012), researchers
have raised concerns about lower rigor, less effective teaching strategies, as well as negative
impacts on student persistence, achievement, completion, and overall academic performance
(Cha & Carrier, 2016; Michel et al., 2018; Xiaotao & Xu, 2019).
While problematic across all sectors, the potential ramifications of a shifted faculty
model are particularly acute for small, private, nonprofit institutions that often promote as their
uniqueness a personalized education and strong faculty-student relationships. Indeed, faculty
members in their roles as scholars, teachers, curriculum designers, and advisors represent the
core of the private education enterprise (Morphew & Braxton, 2017; Morphew, Ward, & WolfWendel, 2018). A majority contingent model, without careful strategy and design, could
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undermine the mission and distinctiveness of private higher education (Frye, 2017; Gehrke &
Kezar, 2015; Morphew & Braxton, 2017).
Conversely, studies have also revealed some positive effects of contingency hiring,
especially in specific academic disciplines, under particular educational contexts, and within
certain hiring conditions (Cha & Carrier, 2016; Cross & Goldenberg, 2009; Figlio, Schapiro &
Soter, 2015; Michel, Chadi, Jimenez & Campbell, 2018). Studies have documented positive
student outcomes from contingent faculty that equal or even outpace their tenure-line
counterparts (Cha & Carrier, 2016; Cross & Goldenberg, 2009; Figlio, Schapiro & Soter, 2015).
The results were especially positive when contingent faculty were on 50% fulltime or higher
contract statuses (Cha & Carrier, 2016; Figlio, et al., 2015).
Additionally, several influential researchers have also noted that contingency plays an
important, positive role in higher education, especially in professional and clinical disciplines
where contingent faculty members’ professional experience often increases their teaching
effectiveness (Benjamin, 2015; Finkelstein & Schuster, 2011; Kezar & Sam, 2010). Part-time
instructors are often part of an intentional staffing shift in programs that are vocationally or
professionally oriented including law, health sciences, teacher education, and business
(Benjamin, 2015).
Contingent contracts also allow institutions to be more responsive and nimbler, which is
increasingly important in a more professionalized, globalized, and market-driven higher
education industry (Finkelstein & Schuster, 2011). Perhaps the most common rationale in recent
years for the decision to hire more contingent faculty has been financial. As more enrollmentdependent small colleges face financial struggles, contingent hiring can protect institutions from
making a long-term commitment to a tenure-track faculty member and allows for greater
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flexibility and significant cost savings (Frye, 2017; Hurlburt & McGarrah, 2016b; Kezar &
Gehrke, 2016; Kezar & Sam, 2010; Morphew, Ward, & Wolf-Wendel, 2018).
Clearly, the decades-long rise in contingent hiring is complex and encompasses many
factors. The conversation about what should be done about contingency, if anything, is also
complex. While various higher education stakeholders agree that the traditional faculty model
needs updating, and even agree on some of the elements a new faculty model should include,
they do not have agreement on how to move forward with change (Kezar, Holcombe & Maxey,
2016). Researchers have concluded that decision making around new faculty models must
include collaboration among administration and faculty, understanding of workforce challenges,
and shared solutions that address external forces, mission and values, and professionalism
(Holcombe & Kezar, 2017; Kezar & Maxey, 2016; Potter & Devecchi, 2020), but worry that
these best practices may not be currently in place at most institutions. In fact, research into the
current leadership and decision-making processes around contingent hiring is only beginning to
emerge.
Some studies have identified practical reasons for administrators to hire contingent,
including dips or surges in program enrollments and the need to replace faculty at the last minute
(Alexander, 2017; Kezar, Eaton & Maxey, 2013; Kezar & Gehrke, 2012; Morphew, Ward &
Wolf-Wendel, 2016). Research on independent colleges has focused on chief academic officers
and their hiring practices, job expectations, and levels of support when hiring contingent faculty
versus tenure-track faculty (Morphew, Ward & Wolf-Wendel, 2018). In a more nationally
comprehensive study, Kezar and Gehrke (2016) surveyed deans across both private and public
four-year colleges and discovered that deans’ practices for hiring contingent faculty often did not
match their goals for teaching and learning and that external pressures were impacting their
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decision making, often outweighing values and institutional strategies (Kezar & Gehrke, 2016).
These initial studies have provided a beginning outline of the full picture of the hiring pressures,
factors, and decision processes current higher education administrators face as they hire faculty.
The research also offers initial documentation of the hiring practices, processes, and philosophies
in use at institutions. To more beneficially and intentionally use contingency hiring and develop
new, more effective faculty models, a better understanding of organizational complexities,
practices, and pressures must be gained.
While these previous studies have provided some information about decision-making
among academic leaders, more research is needed, especially in the private, nonprofit sector, to
gain a more complete understanding of how these decisions are being made, what factors are
influencing the decision-makers, and if the decision-making processes align with best practices
and missions. Kezar and Gehrke (2016) encouraged additional qualitative research that might
illuminate with more depth how external pressures, internal values, and strategic processes
influence decisions and how leaders weigh positives and negatives about student success when
hiring contingent faculty. Morphew, Ward, and Wolf-Wendel (2016) noted a need for further
research into private colleges’ hiring practices, especially those that have undergone rapid and
significant changes to faculty hiring because of added online, graduate, and other market-driven
programs.
The findings from this research study will allow private higher education leaders, in Iowa
and beyond, to gain a greater awareness of the hiring practices and pressures that are reshaping
the professoriate. The results may allow decision-makers to more intentionally manage hiring in
order to ensure positive student outcomes, innovate the faculty model, and align with the unique
and important mission of their institutions.
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Statement of the Purpose
The purpose of this qualitative exploratory comparative case study dissertation is to
explore in depth the factors influencing faculty hiring decisions at private, nonprofit institutions
in the state of Iowa.
Research Questions
What factors are influencing faculty hiring decisions at private, nonprofit higher education
institutions in Iowa?
•

What role do external pressures, internal values, organizational strategic processes, or
institutional missions play in faculty hiring decisions?

•

To what extent do administrators utilize information about the potential effects on student
success when hiring faculty?

•

How intentionally are administrators monitoring, shaping, or innovating the faculty
composition at their institutions?

Significance of the Study
Previous research about faculty composition has focused mostly on tenure-track and
nontenure-track hiring trends (DePaola & Kezar, 2017; Hurlburt & McGarrah, 2016b; Kezar,
Eaton & Maxey, 2013), the experiences and treatment of contingent faculty (Kezar, 2012; Kezar
& Sam, 2010; Mumme, 2018), the teaching practices of contingent versus tenured or tenure-track
faculty (Baldwin & Wawrzynski, 2011; Umbach, 2007; Xiaotoa & Xu, 2014), and the effects of
contingent faculty on students’ success as measured by metrics such as retention, reenrollment,
and satisfaction (Michel, Jimenez, & Campbell, 2018; Ochoa, 2012). While some research has
been conducted on the implications of the shift to contingent hiring on the higher education
enterprise and professoriate overall (Kezar, Holcombe & Maxey, 2016; Kezar, Maxey &
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Holcombe, 2015; Finkelstein & Schuster, 2011), few studies on administrative hiring practices
exist. The research that has been conducted often has a broad, national focus on a wide range of
institution types, both private and public, and nearly all are quantitative methodologies (Kezar &
Gehrke, 2016).
Additionally, the literature on contingent hiring at independent colleges is minimal. The
studies that have been conducted are quantitative, using existing IPEDs data and surveys of chief
academic officers (CAOs) and institutional researchers, and focusing on overall faculty
composition, faculty work expectations, professional development practices, and hiring practices
such as search committees and mission-awareness (Morphew, Ward, & Wolf-Wendel, 2016;
Morphew, Ward, & Wolf-Wendel, 2018). While these studies have been essential to establish an
understanding of the contingent hiring situation in higher education overall and at private
colleges in particular, a research gap exists in administrative decision making around contingent
hiring.
In fact, previous researchers have identified a research gap, noting that additional
research should include qualitative studies that may illuminate what factors influence hiring
decisions and how leaders weigh positives and negatives about student success when hiring
contingent faculty (Kezar & Gehrke, 2016). Further, at the conclusion of their study, Kezar and
Gehrke (2016) recommended the use of a case study methodology, specifically, understand more
in-depth how pressures, values, and processes are factoring into faculty hiring and composition
(Kezar & Gehrke, 2016).
This dissertation research begins to fill that gap. The goal of this exploratory comparative
case study was to develop an in-depth understanding of the complexities impacting hiring within
and across private higher education institutions in Iowa, a state where private higher education
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faces challenges. By focusing on small, private college administrators in Iowa, the research
provides a glimpse of the complicated context and decision-making complexity in a challenging
higher education market. The study illuminates how private education leaders in this conflicted
space are weighing many factors as they make hiring choices. How conscious are they of how
they may be reshaping the faculty composition, and in turn, how it may be affecting their
institutions? If the factors and context were better understood, might they make different or more
strategic choices? The study provides insights into how faculty hiring administrators are
approaching the fraught landscape and reveals themes in their experiences that can be used to
inform future practice.
Indeed, the significance of this dissertation study lies in its potential application to the
administrative practice of hiring faculty and the innovating of the faculty model in private higher
education. This study contributes to a growing body of research around private higher education
hiring practices and aims to provide a better understanding of the forces shaping hiring to help
lead to intentionally devised solutions in which contingent faculty are hired strategically and for
the most positive effects. Private higher education needs a carefully constructed faculty model to
achieve its unique goals. This study has the potential to assist higher education leaders in Iowa
and beyond to become more aware of their hiring practices and the potential effects on purpose
and mission achievement. The findings may empower those leaders to become more intentional
in their hiring practices, better aligning with their unique mission and leveraged to achieve their
distinctive purposes.
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Chapter II: Literature Review
The faculty composition at American colleges and universities is being transformed.
Since the 1970s, institutions have moved steadily away from an historical model where the
majority of faculty positions were tenure-track appointments and toward a new model where
over two-thirds of U.S. faculty are hired off the tenure track (AAUP, 2020). Given the centrality
of faculty to the purposes and operations of higher education, this transformation has had a
myriad of effects, both positive and negative, and has sparked public debate about the nature of
and need for tenure itself (Belkin, 2020; Finkelstein & Schuster, 2011; Kezar, Holcombe &
Maxey, 2016; Kezar & Maxey, 2016).
All sectors of higher education have engaged in the contingency transformation,
including small, private higher education, which has historically touted low faculty-to-student
ratios and strong mentoring relationships between faculty and students (Morphew & Braxton,
2017; Morphew, Ward, & Wolf-Wendel, 2018). Many non-elite, small, private higher education
institutions face a wide range of challenges that make their futures unstable and uncertain
(Dumestre, 2018). Hiring fewer tenure-track faculty members has become one response to the
pressures they face (Morphew, Ward, & Wolf-Wendel, 2016).
However, researchers are just beginning to investigate how and why administrators are
shifting their hiring practices and what factors are influencing those shifts (Kezar & Gehrke,
2012; Kezar, Holcombe & Maxey, 2016). A more complete understanding of administrative
decision making around faculty hiring could provide opportunities to more carefully and
intentionally craft the faculty model to meet the purposes of small, private colleges and help
revitalize the historical connection between faculty and institutional purpose.
The History and Evolution of the Faculty
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The existence of “the faculty” as a cadre of intellectuals, researchers, and teachers in
American higher education is an evolutionary one. In the century following the founding of
Harvard in 1650 as America’s first university, students were taught mainly by tutors who were
themselves recent graduates preparing for careers in other industries (Finkelstein, Martin Conley
& Schuster, 2016a; Hertzog, 2017). These tutors both taught and lived with students, but few
stayed in the role for more than a few years (Finkelstein et al., 2016a). A faculty model more
reminiscent of today’s did not emerge until the 1800s, one that included long-serving professors
with specific areas of disciplinary expertise gained through extensive graduate training being
hired to teach and research specific subjects. By 1915, the professoriate was firmly established as
a profession through the establishment of the American Association of University Professors
(AAUP) as the first national organization of professors designed to represent collective interests
(Finkelstein et al., 2016a). What followed was growth and clarification of the faculty role in
higher education that persists today. This culmination of the faculty role can be recognized in the
current model that includes teaching, research, and service as cornerstones of the professorial
profession (Finkelstein et al., 2016a).
Higher education saw dramatic enrollment growth following World War II, when the
industry both expanded and diversified (Thelin, 2011). The number of faculty exploded during
this time as well, nearly doubling between 1940-1960 (Finkelstein et al., 2016a). Perhaps most
relevant, the role of higher education in American life adapted and evolved in response to
dramatic shifts in society and the economy, and so, too, did the role, expectations, and power of
the faculty in the university (Finkelstein et al., 2016a; Thelin, 2011).
The role of the faculty reached “something like a plateau of respected professionalism
during the 1960s and 1970s” (Finkelstein et al., 2016a, p. 29). This rise has been attributed to the
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widening role of higher education in society and the increased access to colleges in post-war
America (Finkelstein, et al., 2016a; Thelin, 2011). As the functions of the university expanded in
society and included a more integrated sense of how higher education could function to advance
the public good, so, too, did the power of the faculty within those institutions. Finkelstein et al.
(2016a) explained that the rise in status of higher education overall and the rise in the respect for
the faculty within institutions was synergistic. As the attainment of higher education rose in
importance in American society, so too did the influence of the faculty within the institutions.
The professor position was viewed as an increasingly respected and powerful profession
(Finkelstein et al., 2016a, p. 9).
A consequence of this rise to prominence in the 1960s and 1970s was a faculty that had a
powerful influence on shaping the universities they served. This era included a solidifying of the
collegial model and organizational culture among the faculty and the formal emergence of shared
governance in higher education (Powers & Schloss, 2017). Shared governance, the now well
entrenched notion of shared and interdependent decision making within colleges and universities,
was established in the landmark Statement of Government of Colleges and University written
jointly in 1966 by AAUP, the American Council on Education (ACE), and the Association of
Governing Boards of Universities and Colleges (AGB) (AAUP, 1966).
Shared governance refers to the complex “tapestry” that composes the internal operations
management and decision-making structure in the American system of higher education (Powers
& Scholss, 2017, p. 51). Shared governance is participatory in nature and involves an
administrative or executive body that manages operations and facilitates decision making in
collaboration with other organizational stakeholder groups, most especially the faculty (Powers
& Schloss, 2017). Universities typically utilize advisory bodies such as faculty senates,
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committees, task forces, panels, etc. that serve as consulting, recommending, and even initial
legislating bodies and allow for a shared model of institutional leadership and management
(Powers & Schloss, 2017). This governing model honors the centrality of faculty to the academic
enterprise and gives them a key role in the decision-making structure of their institutions.
Importantly, shared governance and collegial culture heavily favor tenure-track and
tenured faculty (in contrast to contingent faculty) as the most influential in the collaborative
leadership structure. The typical, full-time, tenure-track faculty role, which includes expectations
of quality teaching, academic or professional scholarship, and institutional service, often requires
faculty to serve as members of these various shared governance bodies as part of the pre-tenure
process and provide leadership of them as part of being tenured. The tenure and promotion
process itself involves a review of a tenure candidate by their tenured peers, who have a strong
voice in advancement decisions (Powers & Schloss, 2017; Simplicio, 2006). Therefore, shared
governance structures are interwoven with tenure practices in that faculty governance structures
often privilege tenured and tenure-track faculty in their faculty senate and other decision-making
bodies and leave contingent faculty in the periphery or completely out of those processes
(Simplicio, 2006).
The late 20th and early 21st century ushered in a wave of uncertainties and pressures for
higher education, especially private, non-profit institutions, that persist today. Just as in postWorld War II, those changes had ripple effects on the role of and perception of professors. This
era has been distinguished by the growth in marketplace thinking that privileges market
influences and has rearranged faculty positions around the need for higher education to be more
market-driven and market-responsive (Finkelstein et al., 2016a).
The pressure to become more market-responsive has caused higher education leaders to
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focus on solutions to the economic strains caused by rising costs, declining enrollments, and
decreases in state and federal funding. The heaviest burdens for administrators have often been
managing budgets and finding sustainable fiscal approaches, which has resulted in a
redistribution or reduction of resources to create cost savings, including changing perceptions
about faculty hiring and faculty roles (Finkelstein et al., 2016a; Frye, 2017; Hurlburt &
McGarrah, 2016b; Kezar & Gehrke, 2016; Kezar & Sam, 2010; Powers & Schloss, 2017).
Additionally, public and political questions about the relevance of a college education,
especially as student debt rates increase, have led to pressures to be responsive to higher
education’s consumers—students and employers—and demands that institutions become nimbler
and more flexible in order to respond to market changes and demands (Finkelstein et al., 2016a;
Frye, 2017; Hulburt & McGarrah, 2016b; Morphew, Ward & Wolf-Wendel, 2016). This marketdriven model that administrators now confront contrasts starkly with shared governance and
collegial culture, which has often marked by slower and more participative decision making and
was much more centered on the institution’s historical purposes, identity, values, and standards
and was resistant to external pressures and of-the-moment responsiveness (Bergquist & Pawlak,
2008; Manning, 2018).
While the number of faculty on the tenure track has been declining since that
professionalism peak in the 1960s and 1970s, the trend accelerated in recent decades. According
to labor researchers, this decline is not because of a decreasing need for college faculty. In
contrast, the number of instructors at the collegiate level has more than doubled since the 1980s.
However, the hiring has been off the tenure track (Griffey, 2017). Analysis of IPEDS data by
AAUP revealed that the total number of tenure track faculty increased only 23% from 19762011, but the number of full-time, non-tenure-track faculty increased by over 250%. Part-time
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faculty increased about 290%, and graduate student instructors grew by over 120% (Griffey,
2017). Research sponsored by the Teachers Insurance and Annuity Association (TIAA) Institute
that studied faculty hiring trends during the two-decade period between 2003-2013 revealed
similar trends. While the number of headcount faculty increased by almost 65%, the increase was
predominately in part-time faculty, which increased by more than double (115%), and in fulltime, nontenure track appointments, which increased by 84% (Finkelstein, Martin Conley &
Shuster, 2016b).
These external influences and internal shifts have combined to create a different type of
faculty composition and overall role of faculty in higher education, one that critics posit deprofessionalizes the professoriate, decentralizes its power, and decreases the prominence that it
once held in the higher education, shared governance structure (Carlson, 2021; Finkelstein et al.,
2016a; Gardner, 2018). Some argue that significant decreases in tenured and tenure-track faculty
within universities structures weakens shared governance and, by default, tips the balance of
decision-making power toward administration (Carlson, 2021).
The perceived weakening of the faculty has been captured and can be tracked in the
Higher Education Research Institute (HERI) Faculty Survey data. In the decade between 20042014, the percentage of faculty at four-year private institutions who reported that the statement
that “faculty are typically at odds with campus administration” was “very descriptive” of their
institutions jumped over 10 percentage points from approximately 12% of faculty in 2004, to
about 24% in 2014 (Finkelstein et al., 2016b, p. 305). Some evidence in the HERI data indicates
that the feeling of disconnection from administration and shared decision making has been more
dramatic in recent years. For example, the percentage of faculty at four-year institutions who
agreed “strongly” or “somewhat” that the faculty were involved in campus decision making fell
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from 62.1% in 2010 to 55.5% in 2014, and private universities, the drop was even steeper, from
52.5% to 42.7% (Finkelstein et al., 2016b, p. 301).
The History and Evolution of Tenure
Arguably, one of the clearest symptoms of the weakening of faculty has been the ongoing
debate over tenure. Higher education scholars trace the origins of the industry back to Plato and
Ancient Greece, although the first official universities were not established until hundreds of
years later in medieval Europe (Hertzog, 2017). However, the roots of the tenure system did not
emerge until the19th century via the German universities and their system of “Lehrfreiheit,” or
academic freedom (Hertzog, 2017; Manning, 2018). Anticipating the possibility of
administrative or external coercion, German universities intended academic freedom to apply to
faculty giving them freedom of inquiry and freedom of teaching, as well as to students (by the
term “Lehrnfreiheit”) giving them freedom from restrictions to their study and learning
(Manning, 2018). American universities borrowed heavily from German research institutions,
and the de facto system of academic freedom and tenure began to emerge in the late 1800s in the
United States.
AAUP (2021) defines tenure as “an indefinite appointment that can be terminated only
for cause or under extraordinary circumstances such as financial exigency and program
discontinuation” (para. 1). A core purpose of tenure is the safeguarding of academic freedom
from the control of internal and external forces—religious, political, financial, etc.—that could
stunt the free exchange of ideas (AAUP, 2021b; De George, 2003; Hertzog, 2017; Manning,
2018). Proponents of tenure often note that the goal of tenure in protecting academic freedom
does not merely serve professors, but also society and students. The goal is to “preserve, transmit
and develop knowledge on the one hand and on the other to produce citizens capable of taking an
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active, critical part in the governance of their society” (De George, 2003, p. 12). The pursuit of
objective knowledge requires that the instructor/researcher, the academic, be the locus of control
for the pursuit of truth, not an administration, corporation, or religious organization that could
limit through control (De George, 2003).
In addition to protecting academic freedom, tenure was designed to professionalize the
faculty role and create greater job security (Hertzog, 2017). The AAUP was founded in 1915 and
its first document, the Declaration of Principles of Academic Freedom and Tenure, was an
articulation of “the rights and freedoms that all faculty members should have for safeguarding
their freedom of expression in the classroom and their guarantee of job security” (Hertzog, 2017,
p. 4).
The 1915 document and the update in 1940 have linked academic freedom and tenure
together in the American higher education structure and in the American imagination.
The history of tenure in higher education tracks closely with the history of the faculty and
changes in higher education overall. As science disciplines rose as an alternative to what had
been religiously focused higher education, faculty and institutions diversified, and concerns
about research protection joined those about termination for religious differences (Hertzog,
2017). As the nation and its industries grew, the value of academic research did too. That
research was viewed as critically important to economic and societal progress and therefore
needed to be protected. This rise in importance of protecting scientific inquiry to further
civilization also helped solidify the need for tenure and accompanying academic freedom
(Carlson, 2021; Hertzog, 2017).
By the time the massive growth in higher education occurred in post-World War II
America, tenure had been established and could be used to attract necessary new faculty in large
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numbers to the profession (Carlson, 2021; Hertzog, 2017; Winger & Olson, 2014). By 1957, the
Supreme Court had ruled on the importance of academic freedom, noting that any restricting of it
“would imperil the future of our nation” (Manning, 2018, p. 45). This era also included increased
faculty prominence and greater value being placed on higher education in society, a value that
was signified by the rise and support of the tenure system. Also during this time, the largest
proportion of tenure-track faculty were hired and the process of tenure was made ubiquitous
across higher education (Hertzog, 2017).
From 1950 to 1990, tenure became the hiring norm in higher education. During that time,
the number of tenured and tenure-track faculty significantly outnumbered that of nontenure-track
hires (Hertzog, 2017). The era, especially between 1950-1970, was one of prosperity and
enrollment growth in the industry, and faculty benefitted from the demand for their expertise
(Thelin, 2011). The structures for being promoted and tenured were codified during this time,
and faculty enjoyed increases in shared governance and institutional power (Hertzog, 2017;
Thelin, 2011).
Because the ideas and ideals of tenure were formed during a time of U.S. economic
prosperity and a period of higher education celebration and growth, they were untested by
challenging economic circumstances (Thelin, 2011). Higher education historian, John R. Thelin
(2011) noted this phenomenon.
And for a generation of new faculty members who enjoyed being hired under such
circumstances, it was not difficult to imagine that such conditions were the norm—and
might even improve over time, given the American public’s support for higher education
Economic abundance, however, provided little insight as to the political and legal
protections professors would face in the future (Thelin, 2011, p. 311).
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Thelin (2011) was referencing the current century, one in which higher education faces
disruption and tumult. A decline in public confidence in and wavering support for higher
education, paired with economic strain, have undermined the once scared ideals of tenure and
academic freedom (Finkelstein et al., 2016a; Hertzog, 2017; Manning, 2018).
Due to the changing context, a nearly constant chorus of arguments has begun about
whether tenure is serving higher education well. Faculty, administrators, higher education
scholars, and organizations, are providing the diverse and divergent voices of concern and
criticism about whether tenure can be sustainable if institutions are going to undertake the type
of radical innovation necessary to be vital in the 21st century. Created by economic, political,
and social pressures, “the tenure debate” has emerged, and has generated an avalanche of
criticism of tenure, and in turn, a twin avalanche of defenses (Finkelstein et al., 2016a).
The Tenure Debate
Although tenure was established to protect academic freedom and that freedom is deemed
essential to “an institution fulfilling its obligations to its students and to society” (AAUP, 1940,
p. 14), tenure’s usefulness has been increasingly questioned over the decades. This skepticism
may be, in part, an outcome of universities becoming more complex and seeking to meet new
and changing societal needs (De George, 2003). The modern university serves many purposes
beyond knowledge production, and serves many, diverse constituencies. Often university
missions indicate not only a commitment to the pursuit of knowledge and intellectual inquiry but
also to the more practical outcomes of career preparation and enhanced social and financial
mobility, as well as student development, maturation, and success (De George, 2003).
While tenure has long faced criticism, those critiques have become more public and
numerous in the last decade. Headlines on either side of the debate appear frequently in
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mainstream media as well as in the higher education press and even in publications from
established higher education organizations. “Colleges Do the Unthinkable and Cut Tenure” or
“Want to Kill Tenure? Be Careful What You Wish For” sit alongside titles such as “Three
Options for Reforming College Faculty Tenure” and “Tenure Is Tired.” Whether framed as an
overt attack or an attempt at needed reform, the debate over tenure has become a central one in
higher education (Belkin, 2020; Nietzel, 2020; Thelin, 2021).
Defending Tenure. Tenure’s defenders argue that both tenure and academic freedom are
widely misunderstood (De George, 2003; Manning, 2018). They seek to clarify that tenure does
not guarantee a job for life with no accountability, nor does it allow faculty members to say or do
anything they wish in their classrooms or research labs. Tenure’s defenders emphasize that
tenure protects academicians against retribution or arbitrary dismissal, provides professors with
due process, and does not equate academic freedom with freedom of speech (Manning, 2018;
Worthen, 2021). Faculty can still be dismissed for cause and in cases of financial exigency or
program eliminations, and the quality of the faculty can be controlled through effective posttenure review processes (Manning, 2018).
Tenure’s strongest proponents emphasize the essentiality of tenure to the preservation of
academic freedom, and the centrality of academic freedom to the advancement of society
(Manning, 2018; Winger & Olson, 2014; Worthen, 2021). As AAUP (2021b) states “when
faculty members can lose their positions because of their speech, publications, or research
findings, they cannot properly fulfill their core responsibilities to advance and transmit
knowledge” (para. 3). Further, according to tenure advocates, free expression, free inquiry, and
the ability to dissent are key components of teaching, learning, knowledge advancement, and
innovation (AAUP, 2021b). Without tenure, they argue, the university cannot meet the needs of
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students or society.
Defenders also note the stability and hiring benefits that tenure provides higher education
(AAUP, 2021b; Winger & Olson, 2014). Faculty who are tenure-track and tenured are
committed to their institutions and create lasting relationships, invest in long-term projects, and
provide institutional stability and leadership (AAUP, 2021b). Just as during the post-World War
II era, tenure can also attract talent to academia when pay does not. Many talented researchers
and scholars, who could command larger salaries in other industries, are drawn to higher
education because of tenure and the economic security it can provide over the long term (Winger
& Olson, 2014).
Tenure also aids in retention of faculty, and a common byproduct of that consistency and
stability in the faculty ranks is a better learning experience and environment for students
(Worthen, 2021). Additionally, tenure’s advocates argue that tenure is cost-effective, especially
when compared with return-on-investment and expenses in other areas of the higher education
enterprise, and when the potential contributions and output of faculty members to society are
quantified economically (Worthen, 2021). Additionally, the tenure process and tenure itself
encourages faculty to stay with an institution longer, reducing the costs of replacing those human
resources.
Many fear that tenure has been significantly eroded in recent years, both due to the rising
numbers of faculty hired off the tenure track and to the increasing power of academic
administrators (Carlson, 2021). Traditionally, the faculty development, review, and eventually
promotion and tenure process depended heavily on peer review—faculty engaging with other
faculty. However, tenure’s protectors feel that through contingency, those faculty processes are
becoming increasingly the purview of administrators. They see this as reminiscent of a corporate
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or managerial organizational model versus the collegial one that has been part of higher
education’s organizational power and uniqueness (Carlson, 2021; Manning, 2014).
Recent changes by the Board of Regents for public universities in Georgia highlight these
concerns. In October 2021, the Georgia Board of Regents approved a policy that allows
administrators to remove tenured faculty members based on poor performance reviews with little
or no faculty input, essentially eliminating the peer review portion of due process (Heyward,
2021). In contrast to public institutions, due process is not guaranteed in private institutions,
however it is often modeled in the sector’s policies and processes. Many see Georgia’s first-inthe-nation policy as a direct threat to tenure and academic freedom and a clear sign that tenure
must be defended (Heyward, 2021).
Questioning Tenure. Skeptics of tenure argue that in its traditional structure, the process
privileges “hyper-specialization, exclusivity, and esotericism” (Carlson, 2021, p. or para. 7),
creating faculty members who are narrowly focused on personal passions and not on student or
societal needs. Critics suggest that tenure protects provocateurs and indoctrinators more than true
revolutionaries or innovators who are experimenting with new ideas, research, or pedagogies in
ways that might unsettle administrators or benefactors (Gardner, 2018).
According to Carlson (2021), those critical of tenure feel that it, combined with the
dissolving of the mandatory retirement age that occurred in the mid-1980s, have allowed older,
stagnant professors to remain at institutions beyond their effectiveness. Because of their
protected status through tenure, their continuance prevents new, more innovative scholars from
entering the system (Carlson, 2021).
Equally troublesome, critics argue, is the fact that tenure may negatively affect the
quality of learning and research at colleges and university. They are concerned that the
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protections of tenure allow faculty to become complacent, to avoid change or innovation, and to
“coast” into retirement dodging or actively resisting improvements (Gardner, 2018; Helfand,
2021; Winger & Olson, 2014).
Given the rapid changes in modern society and the need for universities to be responsive,
tenure’s critics feel that tenured faculty, with such extraordinary protections from termination,
can hold back institutions through their refusal to adapt in new and important ways to their
changing role. Critics are careful to point out that although the tenure process can be rigorous,
being tenured does not equate to permanent excellence (Gardner, 2018; Helfand, 2021; Winger
& Olson, 2014). At a time when universities need to be more responsive, nimble, and flexible,
tenure binds colleges to individuals whose often narrow areas of expertise may or may not
remain relevant over time, which can ultimately limit the institution’s ability to adapt to
changing needs in teaching and research (Afinogenov, 2021; Winger & Olson, 2014).
An additional criticism that has been leveled at tenure is that it perpetuates and reinforces
systems of privilege and oppression (Afinogenov, 2021; Daut, 2021; Hutcheson, 1998).
Detractors argue that tenure has always ultimately been a “a process of exclusion” (Hutcheson,
1998, para. 23). Much like the history of higher education, the tenure system is one of privilege
that perpetuates historically rooted discrimination of marginalized communities. Tenure, like
access to higher education itself, has excluded women, people of color, and the working poor,
and has welcomed those with greater social and economic privilege more readily into the ranks
of the tenured elite (Afinogenov, 2021; Daut, 2021; Hutcheson, 1998). While women have seen
an increase in tenured appointments in recent decades, their biggest growth has been in part-time
positions and fulltime, nontenure-track appointments where growth between 2003-2013 was
144% and 122% respectively (Finkelstein, et al., 2016b). The same has been true for
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underrepresented minorities, who saw modest growth (30%) in tenure-track appointments during
those decades but experienced massive growth in part-time (230%) and fulltime, nontenure-track
(143%) roles (Finkelstein, et al., 2016b). These hiring patterns serve to retain intellectual power
for the privileged few, which contradicts higher education’s stated goals of openness,
experimentation, justice, and dissent.
According to detractors, exclusion and privilege does not only exist within the faculty
ranks. Some of higher education’s critics have noted that tenure is an unfair process within the
university as well (Afinogenov, 2021). They question why faculty enjoy highly protected
working conditions but other university employees—both teaching and nonteaching—do not,
especially if all university employees are said to be contributing to the holistic education and
student development process. As Afinogenov (2021) stated, “The idea that there is a neatly
bounded group of people whose occupation entitles them and only them to speak to civic
concerns is hard to sustain” (para. 6).
Tenure Debates in Iowa. Worthen (2021) argued that the current tenure debate is not
really about tenure but is instead a byproduct of the current culture wars, which question the core
purposes of higher education institutions and the sacred principles of academic freedom and
truth. In a nation that is politically divided, the very idea of truth and knowledge and the pursuit
of them are hotly contested. In conservative states like Iowa, which was long known for being a
bastion for educational protection and excellence, higher education has now become a target
(Kelderman, 2021). For the last several years, the Republican-controlled legislature has annually
introduced a bill to eliminate tenure at Iowa’s three regent universities. In 2021, for the first time,
the bill passed a full committee, and while not likely to make it further, the legislative progress
left many concerned (Kelderman, 2021). Legislators who oppose tenure in Iowa have cited a
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variety of reasons, including the unfairness of having a job for life that is not replicated in any
other industry, concerns over sabbaticals and narrow research agendas, and worries about
conservative students’ free speech rights on college campuses (Gruber-Miller, 2021; Kelderman,
2021).
Another factor impacting the questioning of tenure in Iowa is the state’s rurality,
especially because an increasing amount of political power has become centralized in rural areas
in recent years (Kelderman, 2021). Despite the fact that the state boasts a large number of small,
private colleges in rural areas that provide higher education access to local and regional
communities, many Iowans see professors as liberal elites who seek to indoctrinate instead of
educate (Kelderman, 2021). These rural areas tend to also be heavily agricultural, an industry
that is, ironically, reliant on innovations often uncovered in the research at universities
(Kelderman, 2021).
The politicizing of tenure in Iowa, and higher education in general, has prompted
university presidents and faculty to speak up in an effort to better explain why tenure exists and
how it benefits not just professors but students and the state. In an article first printed in 2017
and then reprinted in 2021, emeriti faculty from the University of Iowa and the University of
Northern Iowa provide “The Top Ten Reasons Tenure Benefits Students and All Iowans” (Cox
& Tachau, 2021). In addition to reiterating several of the common defenses of tenure noted
above, the authors also highlight that tenure “encourages first-rate teaching,” “helps the
economy,” “advantages Iowa communities,” and “increases the value of Iowa degrees” (Cox &
Tachau, 2021). While the bill to eliminate tenure at the regents failed to advance out of
committee in the 2021 legislative session, several Iowa legislators have publicly stated that they
are “still interested in changing the tenure system” (Gruber-Miller, 2021, para. 3).
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Rise in Contingency
Some higher education thinkers have made connections between the increased intensity
of the tenure debate in recent decades and the parallel increased prevalence of contingency as the
dominant faculty model (Wong, 2021). As the number of tenured faculty declines, so, too, does
their voice and their power, and many perceive that as not only a threat to academic freedom and
the system of tenure, but also to students, society, and the historical purposes of the faculty and
the university (Winger & Olson, 2014; Wong, 2021).
The faculty at any institution are central to the academic enterprise. Researchers have
long emphasized that faculty members are “higher education’s principal resource” (Finkelstein et
al., 2016a, p. 6), and teaching faculty, especially, should be considered the essential core of the
educational operation (Bowen & Schuster, 1986; Finkelstein, 2006; Finkelstein et al., 2016a;
Metzger, 1973; Powers & Schloss, 2017). Indeed, the quality of the work of the faculty as
teachers, researchers, advisors, mentors, and knowledge creators is often what determines
whether an institution can achieve its mission or fulfill its purposes (Finkelstein et al., 2016a).
Given this centrality, shifts in the faculty system, and as a byproduct, the faculty
composition, have the potential to affect the functionality and/or quality of the overall
educational enterprise. The most dominate and arguably most dramatic shift has been the
reshaping of the faculty composition to majority contingent, or what has become known as the
“adjunctification” of higher education. This shift has prompted research efforts to track those
changes both numerically and educationally.
Traditionally, the predominate faculty model in higher education has been two-tiered—
tenure-line faculty and nontenure-line faculty (Kezar, Holcombe & Maxey, 2016). Indeed,
“hiring NTTF can and often has supported the institutional mission and goals” (Kezar & Gehrke,

36

2016, p. 391). Higher education history reveals that institutions have long used nontenure-line
adjuncts, although until the last forty or so years, that had been limited to about 10-15% of the
faculty and mostly in specialized areas (Alexander, 2017). Those percentages have changed. In
2017, the American Association of University Professors (AAUP) Research Office reported that
between 1975 and 2015, the number of fulltime tenured and tenure-track faculty in the U.S. had
decreased from 45% of the overall faculty to 29%, a drop of 16%. Over the same time period,
fulltime nontenured faculty grew 7%, and parttime faculty grew 16% (AAUP, 2017). In 2017,
the U.S. Government Accountability office reported that during the Great Recession years (20082012), the number of fulltime tenure-track faculty increased only 1% while the number of
fulltime and parttime contingent faculty grew by a combined 29% (AAUP, 2018). AAUP data
revealed that by 2016, nearly three quarters (73%) of the faculty members at U.S. colleges and
universities were contingent, and less than one-third were fulltime tenure-line (AAUP, 2017;
AAUP, 2018).
According to recent data, while those numbers have slightly decreased in the last few
years, the percentage of contingent faculty as a share of the faculty overall remains well beyond
the 10-15% of earlier decades (AAUP, 2020). According to the 2019-20 Annual Report on the
Economic Status of the Profession from AAUP, which surveyed 928 institutions of all types in
the months just before the COVID-19 pandemic hit, fulltime and parttime nontenure track
faculty made up just over 69% of the faculty composition. According to the same report, 22% of
faculty on college campuses in 2019-20 were tenured, a drop of nearly 20% since 1975, and less
than 9% were on the tenure track (AAUP, 2020).
Recently, researchers have begun inquiring about the reasons why this shift in faculty
hiring has occurred. In their work with the Delta Cost Project, which is an ongoing research
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effort to study how colleges acquire and spend their money, Hulburt & McGarrah (2016b) found
that the reasons for these shifts are, as expected, complex and wide ranging. They, and other
researchers, have found that institutions may have pedagogical reasons for hiring contingent to
secure a particular type of disciplinary or professional expertise (Benjamin, 2015; Hulburt &
McGarrah, 2016b; Kezar & Sam, 2010). Institutions also often cite costs and flexibility as key
reasons for hiring more contingent faculty and fewer on the tenure track (Frye, 2017; Hulburt &
McGarrah, 2016a; Hulburt & McGarrah, 2016b). The tenure model ties institutions to specific
faculty members, and therefore to specific disciplinary programs, reducing their ability to
quickly shift labor to meet new market demands. A desire to be more market responsive and to
meet surging enrollments in new or “hot” areas, has led to a reliance on contingent faculty who
can be more easily moved in and out of the institution. This creates a nimbler educational labor
structure (Frye, 2017; Hulburt & McGarrah, 2016b; Morphew, Ward & Wolf-Wendel, 2016).
Additionally, as institutions faced financial stress, uncertainty from enrollment declines,
and reductions in state funding, contingent faculty became a way to cut costs, and research has
shown that hiring contingent can reduce per-unit instructional costs by one-half to two-thirds
(Benjamin, 2015). According to recent data from the National Center for Education Statistics
collected through its Integrated Postsecondary Education Data System (IPEDS), the adjusted
nine-month average salary of a fulltime assistant professor at a four-year, private, nonprofit
institution during the 2020-21 academic year was $74,850. For a professor at associate rank the
average salary was $89,597, and for a full professor, it was $135,504 (NCES, 2021). While the
data does not distinguish between tenured, tenure-track, and nontenured positions, it does reveal
that faculty who were in lecturer roles had a slightly lower than average salary ($72,486) than
those who were assistant professors, and those who held an instructor rank had significantly
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lower average salaries at $58,027. While IPEDS collects data from institutions regarding
compensation for fulltime faculty (both tenured and nontenured), it does not collect
compensation data on parttime or adjunct faculty (NCES, 2021).
Salary data reported by The Chronicle of Higher Education (2021) for Iowa’s colleges
and universities reveals similar average salary gaps. In 2018-19, the most recent year of reported
data, assistant professors in Iowa had an average salary of $71,225. Associate professors
averaged a salary of $83,274, and full professors were at $107,078. The salary gap for instructorlevel faculty was similar to the national IPEDS data, with their average salary at $58,238.
However, the average salary for lecturers, which was $60,446, was significantly lower than the
national data (Chronicle of Higher Education, 2021). While the Iowa data was not disaggregated
by tenure status, most contingent faculty hold ranks below assistant professor, which in Iowa
during the 2018-19 academic year meant an average annual salary of approximately $11,00013,000 less (Chronicle of Higher Education, 2021).
According to data from AAUP’s 2020-21 Annual Report on the Economic Status of the
Profession, which tracks salary information across institutional types (doctoral, masters,
baccalaureate), 67.9% of institutions across all sectors reported a decrease in salaries for fulltime
faculty members between 2019-20 and 2020-21. Additionally, the AAUP report found that about
74% of private, independent institutions froze or reduced salaries and cut or reduced fringe
benefits during the same time year (AAUP, 2021a).
Questions remain about whether institutions are truly engaging in cost savings through
the shift to a more contingent faculty model or not. Some research indicates that some sectors are
involved more in cost shifting by reducing the resources committed to instruction but increasing
them in other areas like administration and student affairs (Hurlburt & McGarrah, 2016a) and
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that hiring contingent may have become “more of habitual practice” (Alexander, 2017) than a
true budgeting strategy.
Negative Effects of Contingency
Student outcomes. Several studies have documented concerns about the quality and
effectiveness of contingent faculty when compared with tenured and tenure-track peers (Michel,
Jimenez, & Campbell, 2018; Ochoa, 2012). Researchers have shown negative relationships
between students who take courses from contingent faculty and their rates of retention,
persistence, and completion (Kezar, 2012; Kezar, Eaton & Maxey, 2013; Ochoa, 2012). Michel,
et al. (2018) have also discovered that contingent faculty’s teaching effectiveness is lower than
their tenured and tenure-track counterparts, especially in certain disciplines and when class sizes
are smaller. Baldwin and Wawryzynski (2011) tracked teaching practices and found that
contingent faculty, especially those hired part-time, were less likely than their tenure-track
colleagues to use learning-centered teaching strategies such as essay exams, research papers,
multiple drafts of written work, oral presentations, group projects, or student evaluations of each
other’s work.
Additionally, researchers have found that while student grades in introductory or gateway
courses with contingent faculty may be higher, students’ likelihood of taking another course in
the same field is lower, and if students do attempt additional courses in the discipline, their
performance is more likely to be poorer if their first course was with a contingent faculty
member (Xiaotoa & Xu, 2014). According to research, nontenure track faculty are also less
likely to be accessible to and interact with students outside of class (Kezar & Maxey, 2014;
Umbach, 2007).
Faculty working conditions. Perhaps some of the lower student outcomes are
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unsurprising considering the working conditions of many contingent faculty members. Indeed,
higher education organization often advocate that “contingent faculty working conditions are
student learning conditions” (AAUP, 2018, p. 3). Those conditions have been documented by
many researchers to be less than ideal.
One aspect of the negative working conditions of contingent faculty, as documented
above, is the low compensation. The hiring of contingent faculty is considered, at least in part, a
cost-savings measure. Fulltime contingent faculty earn, on average, 26% less per hour than
tenure-line faculty, and part-time faculty earn 64% less (Hurlburt & McGarrah, 2016b). Parttime faculty, in particular, are usually paid on a per-course basis, typically ranging from $1,000$3,000 per course (Benjamin, 2015). Additionally, most contingent faculty receive few or no
benefits (Hurlburt & McGarrah, 2016b). While institutions may save money on instructional
costs, the decision to hire contingent faculty in lower-level courses where students need the most
support, may, in the end, prove uneconomical as they risk lower student retention (a potential
loss in tuition dollars) and increase the need for supplemental student support (Benjamin, 2015).
Beyond pay, contingent faculty are less likely to have basic materials needed for
teaching, such as adequate office space, technology, or sample materials or equipment (AAUP,
2019; Kezar, 2012). Additionally, contingent faculty are often hired at the last minute without
adequate time to prepare, little access to departmental colleagues, poor orientation or mentoring,
and limited faculty development (AAUP, 2019; Hurlburt & McGarrah, 2016b; Kezar, Eaton &
Maxey, 2013). While these conditions are certainly not the case in all institutions, even some
deficiencies in support can lead to negative effects on students and their learning.
Kezar (2012) charted policies and practices common for contingent faculty and mapped
them to their potential educational effects on students. For instance, a lack of adequate office
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space can reduce or impair a contingent faculty member’s ability to offer sufficient advising to
students or to be available outside of class for office hours or consultation (Kezar, 2012).
Likewise, a lack of mentorship, collegiality, or interaction with departmental colleagues cuts off
contingent faculty members from professional dialogue about the curriculum and students, and
isolates them from knowledge about the campus, the program, or even the course goals (AAUP,
2018; Kezar, 2012; Kezar & Maxey, 2014). The collective result of these working conditions is
that performing well as an educator becomes more challenging (Alexander, 2017). Research by
Kezar, Eaton, and Maxey (2013) suggested that the inadequate institutional support may be
undermining contingent faculty teaching effectiveness more than the nontenure-track status.
Deprofessionalization. Scholars and researchers have noted that the move to a majority
contingent model threatens to deprofessionalize the professoriate (AAUP 2018; Cross &
Goldberg, 2009; Kezar, Holcombe & Maxey, 2016). The lack of job security for contingent
faculty who are often on short-term contracts could threaten such core principles of the
traditional faculty model such as shared governance, which contingent faculty are often not a
part of, and academic freedom (AAUP, 2018; Cross & Goldberg, 2009).
Because of their tenuous employment status, contingent faculty are both less likely to
invest in the institution and its purposes and less likely to be invited to do so. They also hesitate
to complain, dissent, or take risks pedagogically to protect their jobs (AAUP, 2018; Cross &
Goldberg, 2009). The low pay and lack of benefits can also serve to deprofessionalize
postsecondary teaching, potentially making the professoriate an increasingly unattractive
profession for talented graduate students (Kezar, Holcombe & Maxey, 2016). Finally, because
contingent faculty are often hired only to teach, the now fewer tenure-line faculty must
contribute more to research and service and yet are expected to still produce quality teaching. For
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many tenured and tenure-track faculty, there is simply more work for fewer people (AAUP,
2019). Additionally, because shared governance heavily favors tenured and tenure-track faculty,
some researchers have raised concerns about fewer faculty in that category leading to decreased
faculty power and increased administrative power (Carlson, 2021).
Positive Effects of Contingency
Student outcomes. As noted, the research on contingent faculty and educational
outcomes is mixed. Some research demonstrated positive student outcomes from contingent
faculty, even when compared with their tenure-line counterparts (Cha & Carrier, 2016; Cross &
Goldenberg, 2009; Figlio, Schapiro & Soter, 2015). Several studies found that if contingent
faculty are employed fulltime versus parttime, more positive effects occur, including in learning
outcomes and student satisfaction. Cha and Carrier (2016) examined the possible relationship
between adjunct job satisfaction and teaching success as defined by student evaluations.
Researchers found that nontenure-track faculty with high rates of job satisfaction also had
positive teaching evaluations from students. The study focused on comparing nontenured and
tenure-line faculty. By analyzing previously gathered employee survey data and student teaching
evaluations of 521 contingent faculty at a public research university, researchers discovered that
contingent faculty had equal and sometimes higher levels of job satisfaction (especially in the
areas of satisfaction with work and coworkers) as tenure-line faculty.
Additionally, nontenured faculty student evaluation scores were higher than tenured and
tenure-track faculty in several key teaching areas (feedback, presentations, stimulating interest,
and creating deeper understanding) in medium and large-sized classes, and were similar in small
and “mega-sized” classes (Cha & Carrier, 2016, p. 138). The sampling was at a single institution,
and all participants had appointments at 50% or higher, including many fulltime contingent
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positions, which researchers noted may have led to greater feelings of support and integration
(Cha & Carrier, 2016).
In a study by Figlio, et al. (2015) conducted at Northwestern University, eight sections of
first-year seminar were studied to compare student learning outcomes for tenured/tenure track
faculty and contingent faculty. After controlling for other factors, the researchers found that
students who took their first-term class with a contingent faculty member showed greater
evidence of “lasting student learning” than those who had taken the class with a tenured or
tenure-track professor (Figlio, et al., 2015, p. 715). Their results showed that having a contingent
faculty member increased the likelihood that a student would enroll in another class in the
subject area by 7.3 percentage points and increased the grade earned in that subsequent class by
slightly more than one-tenth of a grade point (Figlio, et al., 2015).
Although not a generalizable study because of the narrow sample, researchers offered
ideas about why contingent faculty at Northwestern may be outperforming tenure-line colleagues
in this first-year course. One hypothesis was the nature of Northwestern as a top university that
can recruit highly talented adjuncts and hires, most of them on fulltime contracts in which they
can focus solely on effective teaching (Figlio, et al., 2015).
Cross and Goldenberg (2009) posited a similar rationale following their book-length
study of “off the tenure track” faculty at ten elite universities. In their investigation into
nontenure-track faculty hiring at ten elite colleges, they found that based on student evaluations,
contingent faculty nearly always scored higher than tenured and tenure-track faculty and
graduate students (Cross & Goldenberg, 2015). They suspected these results may be, at least in
part, due to the fact that nontenure-track faculty were allowed to solely focus on teaching without
obligations to research and service, a conclusion also posited by other researchers (Figlio, et al.,
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2015). Contingent faculty were also only evaluated on teaching, and often not retained if
teaching did not go well, while tenure-track faculty had to balance research and service with
teaching excellence and were often retained as they progressed toward tenure even if their
teaching was not their greatest strength (Cross & Goldenberg, 2015).
Several of these studies rely on student course evaluations or reenrollment as the
measures for student success. While certainly good indicators, some researchers have identified
pedagogical strategies and teaching best practices as stronger evidence of student learning
outcomes. In one study, researchers sought to define effective teaching through the framework of
rigor and cognitively responsive teaching (Michel, et al., 2018). The researchers observed 382
courses across eight institutions of various types and found no differences across scales of rigor
and cognitive responsiveness overall between contingent and tenure-line faculty. However, when
regressions were run again with moderating effects of discipline and class size, differences were
found. In soft disciplines, tenured and tenure-track faculty demonstrated stronger rigor and more
cognitively responsive teaching strategies. Also, in courses of 25 students or fewer, tenure-line
faculty scored higher on one of the rigor scales and on one of the cognitive responsiveness
scales. The findings point to context of teaching (discipline and class size) as more influential on
student learning practices than the general binary categories of tenure and nontenure (Michel, et
al., 2018).
Professional and clinical contexts. Some higher education thinkers have suggested that
contingent faculty models may be better suited for 21st century higher education contexts that are
more professionalized and globalized and that have pivoted away from a liberal arts core and
toward professional disciplines (Finkelstein & Schuster, 2011). Professional and clinical
disciplines rely on skilled practitioners to bring experience and expertise to the classroom to
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create the best teaching and learning environment. In these high-demand disciplines, such as
business, nursing, and other health sciences, faculty who come from the work world instead of
the Ph.D. world may be better for student learning (Finkelstein & Schuster, 2011). Contingent
faculty are more likely to have current or past professional experience in the area they are
teaching (Figlio, et al., 2015) and bring that expertise to the college classroom to increase their
instructional effectiveness (Benjamin, 2015; Kezar & Sam, 2010).
In his research, Benjamin (2015) noted that parttime instructors may even be important to
“upper-division and graduate instruction, especially in vocational or professional programs” (p.
8). The disciplines in which contingent faculty are 40% or more of the faculty makeup tend to be
in more applied areas like law, health sciences, teacher education, and business (Benjamin,
2015). Those faculty, in more vocational programs, are also more likely to be satisfied with their
contingent faculty jobs, which contrasts with contingent faculty teaching low-level liberal arts
courses who tend to express greater levels of dissatisfaction with their job and say they have less
time to develop their professional skills (Benjamin, 2015).
Financial flexibility. Hiring off the tenure track can also provide short-term costs
savings and long-term financial flexibility for institutions that are often facing complex or
precarious economic situations (Frye, 2017; Hulburt & McGarrah, 2016a; Hulburt & McGarrah,
2016b). Contingent faculty hiring can reduce per-unit instructional costs by one-half to twothirds simply because contingent labor is typically cheaper and easier to increase or reduce
quickly as enrollments rise and fall (Benjamin, 2015). Contingency also protects institutions
from investing long-term in a faculty member, locking them in not only financially to particular
individuals and disciplines but also strategically (Carlson, 2021). At a time of rapid change,
being able to adapt the business model by shifting resources has become increasingly desirable in
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the industry, and contingency makes that more doable for most institutions (Carlson, 2021). If
universities are bound to tenured faculty and the programs in which they teach, responding
quickly to marketplace needs or enrollment opportunities in popular areas is more challenging.
Contingency allows for a more flexible, and therefore responsive, labor configuration (Frye,
2017; Hulburt & McGarrah, 2016b; Morphew, Ward & Wolf-Wendel, 2016).
Faculty Model Innovations
Some higher education researchers have suggested that the traditional two-tiered faculty
model producing these mixed outcomes needs updating for a new century in which institutions
are confronting ever-changing contexts (Finkelstein & Schuster, 2011; Hurlburt & McGarrah,
2016b; Kezar, Holcombe & Maxey, 2016). In 2011, Finkelstein and Schuster observed that “the
U.S. model of postsecondary education appears to be reaching its upper limits of scalability” and
that “a prime consequence” would be “a new understanding of the role of higher education
faculty” (p. 1). Other higher education thought leaders agree that the traditional tenure model on
its own has significant limitations and unaddressed challenges, including prioritizing research
over teaching, limiting teaching innovation, and constraining institutions’ abilities to be
responsive to new curricula or jettison outdated ones (Kezar, Holcombe & Maxey, 2016).
Some institutions already do not have tenure systems. While this model is often more
common in for-profit institutions and community colleges, some private, nonprofit institutions
have abandoned the traditional tenure practice in favor of new hiring and evaluation systems that
reflect perceived new priorities of higher education in this century (Gardner, 2018; Worthen,
2021). These faculty systems often deemphasize research and scholarly publication and “reward
teaching and wider range of scholarly endeavors” (Worthen, 2021, para. 6). In most cases, these
institutions were founded with non-tenure as part of their mission and intentional model.
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An often-cited example of a non-tenure track faculty hiring model is Olin College,
founded in 1997. The college was funded by a large endowment, and arguably then, better able
to take risks and engage in experimentation in the design of the academic structure and faculty
model. Olin abandoned not only tenure but also the traditional academic arrangement of
disciplinary departments. The college hires faculty on multiyear contracts and evaluates them
based on their contributions to student development (both teaching and beyond), commitment to
continuously revising curricular relevance, collaborating with others both internally and
externally, etc. (Worthen, 2021). According to administrators, they have not had difficulty hiring
or retaining quality faculty (Gardner, 2018).
Other private, nonprofit colleges have abandoned tenure and other traditional practices to
survive and sustain. For example, Bennington College in Vermont, known for its emphasis on
fine and performing arts and an experimental culture, discontinued tenure (among other changes)
in the mid-1990s amidst mounting debt and declining enrollment as a way of saving the
institution (Schaffer, 1994). While the decision was incredibly controversial at the time and led
to an investigation by AAUP’s Committee on Academic Freedom and Tenure, the college’s
long-serving president Elizabeth Coleman has since been categorized by some as a vanguard
leader with an innovative vision. By 2008, Coleman was lauded for her decisions and praised for
having brought Bennington College “back from the brink” (McArdle, 2008).
However, Coleman’s vision went far beyond mere financial survival. For Coleman,
abandoning tenure was only one component of a larger questioning of traditional academic
structures that she doubts serve the needs of a modern university and its commitment to public
good. As president, she identified a need “to cut new paths, to create a culture of innovation” in
order to evolve higher education to meet new needs (McArdle, 2008, para. 1). Although she
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retired in 2013 after 25 years as president at Bennington, Coleman, fittingly, currently serves on
a special advisory board for Olin College.
While the decisions to abandon tenured hiring at Olin and Bennington Colleges were
marked by intentionality, aimed at radical innovation, and aligned with experimental missions,
researchers have found that slow changes at other institutions may not be grounded in such
deliberateness. In place of decisive strategy, a “quiet erosion of the tenure beachhead” is
occurring across higher education, making the shift less observable, but perhaps no less profound
(Gardner, 2018, para. 8). Because of the historical links between tenure, academic integrity, and
higher education’s public purpose, understanding the connections between contingent hiring and
institutional goals is essential.
Two published studies undertaken by researchers with the Delphi Project on the
Changing Faculty and Student Success conducted research with a variety of higher education
stakeholders to both assess the relationship between contingent hiring practices and policies and
institutional goals as well as their reactions to potential new faculty models (Kezar, Holcombe &
Maxey, 2016; Maxey & Kezar, 2015). In their 2015 study, Maxey and Kezar surveyed and
interviewed 35 stakeholders from groups that had been recognized in previous research as
shaping higher education, including accreditors, faculty groups, unions, governing boards, etc.
The findings included a growing consensus across stakeholders that “current NTTF practices are
at odds with shared interests for student learning the health of the academic professions” and
represent “suboptimal conditions for teaching and learning” (Maxey & Kezar, 2015, p. 574). The
study revealed not only these points of contradiction between goals and practice, but also
uncovered points of agreement among stakeholders that the researchers felt could be
opportunities for higher education sectors to come together to institute collective change.
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In the subsequent study, the desire for and attractiveness of a newer model was affirmed
across similar stakeholder groups, especially around issues such as a need to reprofessionalize
the professoriate, preserve academic freedom, increase participation in shared governance, and
even around innovative concepts such as creativity contracts, multiple pathways to long-term
work, and role differentiation for research and teaching faculty (Kezar, Holcombe & Maxey,
2016). The greatest areas of disagreement were around changes to tenure, and most notable was
a sense that making progress on a new model was unlikely. Participants noted logistics and
budgets as reasons that moving forward was improbable (Kezar, Holcombe & Maxey, 2016).
Unfortunately, an overall unwillingness to work across sectors (faculty and administration), in
addition to a perceived discord or gridlock, has resulted in a climate of non-adaptability, despite
widespread agreement that something in the traditional faculty model needs to change (Maxey &
Kezar, 2015).
Conceptual and Theoretical Frameworks
Conceptual framework. The conceptual framework for the study is a Model for the
Future of the Faculty developed by Kezar and Maxey (2016), which offers four areas of
emphasis for shaping faculty models for the complex future that higher education faces. As
shown in Figure 1, this model’s center is the faculty, referred to as the “scholarly educator”
because of the emphasis on student-centered teaching, student learning, and engaged advising in
the definition of the faculty role (Kezar & Maxey, 2016). The model then contains four “arcs of
influence” that Kezar and Maxey (2016) argued should guide faculty hiring and overall faculty
composition—mission, roles, and goals; key values; reprofessionalization; and responsiveness to
external factors. Kezar and Maxey (2016) consider the four arcs and the elements within them as
the areas academic leaders should be focused on as they design the faculty model for the future.
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Figure 1
Model for the Future of the Faculty

From Envisioning the Faculty for the Twenty-First Century: Moving
to a Mission-Oriented and Learner-Centered Model (p. 213), by A.
Kezar and D. Maxey, 2016, New Brunswick, NJ: Rutgers University
Press. Copyright 2016 by Rutgers University Press.
This study utilized the framework in the design of the research questions, which in turn
inform the interview questions used in data collection. Once collected, the data was analyzed
through a Model for the Future of the Faculty framework. The researcher sought to determine
which, if any, of the arcs were present in the hiring experiences and perspectives of private
higher education leaders. The arcs also influenced coding themes during the qualitative data
analysis process. Ultimately, the goal was to determine how closely private college
administrators’ faculty hiring perspectives and experiences aligned with this ideal conceptual
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framework for hiring and shaping a strong future faculty.
Theoretical frameworks. The study utilizes theoretical frameworks outlined by Hulme,
Groom, and Heltzel (2016) in their analysis of Christian higher education and its need for
innovation. As noted above, the private, nonprofit sector faces a future marked by uncertainty
and complexity. Experts have posited that the challenges that permeate higher education,
regardless of sector, will require transformational and adaptive leadership (Dumstre, 2018;
Heifetz, Grashow & Linsky, 2009). The scope of the challenges will require institutions to
question long-standing systems, processes, structures, and cultures to find innovative solutions
(Dumstre, 2018; Heifetz, et al., 2009).
Hulme, et al. (2016) noted that these adaptive challenges are particularly salient in small,
private, religiously affiliated institutions, which they explain, have so far confronted the radical
changes in the industry by racing “to do whatever everyone else does and provide the same
programs and services that others provide” (p. 98). According to Hulme, et al. (2016), this race
to be like all others has led to an eroding of the distinctiveness of the sector. These researchers
see this as a failure “to continually challenge institutional assumptions and reflect on adaptive
questions” (p. 98) that would force the administrative leaders to confront “existing beliefs, ways
of knowing, and deeply held assumptions” (p. 97). Hulme, et al. (2016) offered three theories for
why Christian colleges may be resisting change and finding adaptive change difficult—(a)
competing commitments, (b) status quo bias, and (c) scarcity mindset.
According to Hulme, et al. (2016), religiously affiliated colleges and universities
understand the need for change but often resist because of the psychological phenomenon of
“competing commitments,” a dynamic first described by organizational psychologists Kegan and
Lehay (2001). Hulme, et al. (2016) applied the phenomenon to the private, Christian higher
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education context, noting that “on one hand, higher education desires to be relevant, affordable,
and impactful. On the other, faculty and administrators’ personal identities, lifestyles, and sense
of professional values are deeply entrenched in the current structures and assumptions” (p. 98).
The desire to innovate gets tempered by the traditional structures and modes of operation at these
institutions, which can lead to stagnation (Hulme, et al., 2016)
Second, the theory of status quo bias can also impede adaptive change in private,
Christian higher education (Hulme, et al., 2016). Samuelson and Zeckhauser (1988), behavioral
economics researchers, introduced the theory of status quo bias to explain why people
excessively make choices that maintain the status quo. They discovered that people tend to be
risk averse and will disproportionately make choices that maintain the current state even at the
expense of positive progress (Samuelson & Zeckhauser, 1988). Hulme, et al. (2016) noted the
theory of status quo bias may explain the deep commitment to traditions and customs that are
integral parts of many small, religiously affiliated institutions and the tendency to cling to “the
values and beliefs that protect the existing state of affairs” and resist change (p. 99).
Finally, Mullainathan, an economist, and Shafir, a psychologist, researched the effects of
scarcity on human behavior. Their behavioral experiments revealed that when people have less
than they feel they need, the scarcity occupies their mental bandwidth and makes them less
capable of innovative thinking (Mullainathan & Shafir, 2013). They discovered that scarcity
mindset “erodes cognitive performance,” especially for individuals and institutions that are
experiencing financial stress (Mullainathan & Shafir, 2013, para. 20). Hulme, et al. (2016)
connected scarcity mindset to private, Christian colleges and universities that have experienced
resource shortages, positing that the emphasis on what is lacking can lead to a “tunneling
mindset” that creates a false sense of limitations for action or innovation (p. 99). This mindset
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can even cause institutions with clear and unique purposes to “neglect things we actually value”
out of a sense of preservation or insufficiency (Hulme, et al., 2016, p. 99).
Decision Making and Faculty Hiring
Not much is known about the complex contexts in which administrative decisions about
faculty hiring occur. Some studies have reported a misalignment between what administrators
state as their purposes and priorities and their actual hiring practices (Kezar & Gehrke, 2012;
Kezar, Holcombe & Maxey, 2016). In one study, most administrators reported to researchers that
high enrollment and remedial courses should not be taught by contingent faculty. However,
when researchers analyzed trends in courses being taught by nontenure-track faculty, remedial
and high-enrollment classes were among those they were most hired to instruct (Kezar &
Gehrke, 2012).
As noted above, stakeholder groups, including administrators, recognize that current
hiring “practices do not fit their goals” (Kezar & Gehrke, 2016, p. 408). Kezar and Gehrke
(2012) found that most deans believe that contingent faculty should comprise 40% or less of the
faculty overall to best meet educational needs, with most respondents feeling 20% was the ideal
percentage. Most respondents also reported that parttime faculty should be 20% or less of the
faculty with the highest number saying 10% would be ideal to meet educational goals (Kezar &
Gehrke, 2012). However, according to recent hiring ratios, most administrators are not making
decisions that result in those proportions on their campuses. A clear gap exists between what
administrators declare as their ideal and the actual hiring reality. Indeed, administrators “seem to
hire more and more NTT faculty to teach undergraduates without having any convincing
evidence that this is in the best interests of students” (Cross & Goldenberg, 2009, p. 127-28).
So, what is driving this contradictory decision-making around faculty hiring? The few
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studies that have been conducted noted that external pressures, including financial and public
pressures, play a large role (Frye, 2017; Kezar & Gehrke, 2016). Because hiring, and especially
contingent hiring, is often decentralized, academic leaders below the dean typically make the
decisions. This distributed hiring process makes it more challenging to holistically track faculty
composition changes and shifts (Cross & Goldenberg, 2009).
Further, the hiring process on many campuses seems to be both decentralized and lacking
in intentionality, at least at the institutional level. Researchers have found that most chief
academic officers have only vague notions of contingency levels on their campuses (Cross &
Goldenberg, 2009), and that much of the contingent hiring has been done informally or even ad
hoc to meet an immediate need with few formal structures tracking the overall impact or strategy
(Cross & Goldenberg, 2009; Hurlburt & McGarrah, 2016b). Cross and Goldenberg (2009) noted
that while deans and division chairs are involved in making very real decisions related to hiring
faculty, those decisions seem to “grow from invisible roots" (p. 36).
Very little is understood about how deans encounter and navigate hiring decisions. Kezar
and Gehrke (2016) conducted the most comprehensive research on dean decision making about
contingent hiring, surveying over 350 deans at four-year institutions to better understand the
factors affecting their hiring practices. According to the findings, deans are making hiring
decisions in complex contexts in which external pressures, internal values, and strategic
processes converge and often conflict, leading them to hire more contingent faculty than they
feel is best to meet institutional purposes (Kezar & Gehrke, 2016). While deans tended to view
the use of contingent faculty overall as more positive than negative, they also noted that they do
not often have time to reflect, use data, or consider an overall staffing plan as they manage those
hires (Kezar & Gehrke, 2016). Perhaps most significant, the researchers found that external
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pressures, especially financial ones that urge them to lower costs and increase offerings, were
among the most influential in dean decision making, and that those pressures could be
“overwhelming decision-makers to the point that even if they have effective organizational
processes in place, they do not benefit from utilizing them because they are driven by these
external factors” (Kezar & Gehrke, 2016, p. 410).
Private, Nonprofit Higher Education and Faculty Hiring
Even less research has been done on private higher education and contingent faculty
hiring. Because private higher education emphasizes transformative teaching and impactful
student-faculty relationships as key differentiators, the use of contingent faculty in that sector
should be managed especially carefully (Morphew & Braxton, 2017; Morphew, Ward, & WolfWendel, 2018). As noted, broader, national studies have revealed that higher education leaders
are at least somewhat aware of the potential contradiction between current hiring practices and
educational goals (Kezar & Gehrke, 2016; Maxey and Kezar, 2015).
Contingency in private higher education. The data on contingency and private higher
education shows trends generally similar to the national data. According to Delta Cost Project
research, trends in contingent and tenure-line hiring were compared between 2003 and 2013
(Hurlburt & McGarrah, 2016b). Private institutions were reported in three institutional
categories—private research, private masters, and private bachelors. Between 2003 and 2013, the
percent of fulltime contingent faculty at private research institutions grew by 5%, parttime
contingent hires shrunk by 4%, and the tenure or tenure-track share decreased by 2%. Over the
decade, contingent faculty share of the total instructional faculty grew from 56% in 2003 to 58%
in 2013 (Hurlburt & McGarrah, 2016b).
At private master’s institutions, fulltime and parttime contingency share increased 2%
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each, and tenure-line share decreased by 4%. In 2003, master’s colleges had approximately 70%
of faculty contingent, and grew to 74% by 2013. Private bachelor’s institutions saw the largest
changes with a 3% increase in fulltime contingent faculty and 5% increase in parttime
contingency over the decade. Tenure and tenure-track fell 8%, from 48% in 2003 to 40% in 2013
(Hurlburt & McGarrah, 2016b).
Overall, “the addition of contingent faculty has outpaced the loss of tenure or tenure-track
faculty at private bachelor’s and master’s institutions” (Hurlburt & McGarrah, 2016b, p. 2).
Hurlburt and McGarrah (2016b) also found that private institutions with higher shares of
students at risk of noncompletion (as measured by Pell Grant eligibility) had higher shares of
contingent faculty. In research on Council of Independent Colleges member institutions,
researchers reported that almost 65% of faculty were fulltime in 2000, but by 2012, that number
had dropped to just over 51% (Morphew, Ward & Wolf-Wendel, 2016).
Faculty hiring in private higher education. Only a few studies have explored
administrator hiring practices as they relate to contingency at private colleges. The two most
significant were conducted by the research team of Morphew, Ward, and Wolf-Wendel, who led
comprehensive research on private higher education and contingency for the Council of
Independent Colleges in 2016. In addition to tracking statistical changes in faculty composition,
the study also surveyed institutional research officers and chief academic officers (CAOs)
(Morphew, Ward & Wolf-Wendel, 2016). The CAO survey provided initial insight into hiring
practices and expectations at independent colleges from the CAO perspective. According to the
research, institutions were much more likely to attempt to ensure a faculty member fit with the
mission if they were being hired on tenure-track versus if they were a fulltime or parttime
contingent hire (Morphew, Ward & Wolf-Wendel, 2016; Morphew, Ward & Wolf-Wendel,
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2018). CAOs also noted that increases in contingent hiring reflected institutional challenges such
as decreases in student enrollment and budget cuts, and that hiring on contingent contracts
allowed them to “be more nimble in responding” to enrollment spikes or drops and to new
markets and new program opportunities (Morphew, Ward & Wolf-Wendel, 2016, p. 29;
Morphew, Ward & Wolf-Wendel, 2018, p. 73).
Private college practices mimic national trends in that the highest numbers of contingent
hiring occurred outside of the traditional undergraduate programs and in online, adult, and
graduate programs and in professional and clinical disciplines (Morphew, Ward & Wolf-Wendel,
2016). The researchers discussed the tension between the potential positive outcomes of
professionally oriented contingent faculty in these programs, and the risk that the most socially
disconnected students (online, adult learners) would be taught by the most professionally isolated
and unempowered faculty (contingent), which could create disadvantages for those students
(Morphew, Ward & Wolf-Wendel, 2018). Finally, independent college contingent faculty
experience many of the same working conditions that have been reported in other studies,
including less onboarding and faculty development, fewer opportunities to engage in shared
governance, and narrow job duties focused primarily on teaching (Morphew, Ward & WolfWendel, 2016; Morphew, Ward & Wolf-Wendel, 2018).
The private college mission. One of the greatest concerns about the increase in
contingent hiring in private higher education is the potential impact on what independent
colleges have long touted as their unique educational mission, one that focuses on educating the
whole person, training the next generation of leaders, and preparing students not only for a career
but for service and citizenship, a mission that puts faculty at the center (Morphew & Braxton,
2017). Private higher education often emphasizes not only practical learning and career training,
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but also the value of general education, civic engagement, and diversity, and it typically offers a
teaching-centered faculty committed to building meaningful mentoring and advising
relationships with students (Morphew & Braxton, 2017). Traditionally, small, private colleges
have hired greater numbers of tenured and tenure-track faculty, in part, to foster retention and
commitment to the mission (Morphew, Ward, Wolf-Wendel, 2016).
Many non-elite, enrollment-dependent, private institutions have undergone significant
changes in the past decade. They have suffered enrollment declines, reductions in revenue and
therefore budgets, faced increased competition for students, and have often undertaken
substantial program prioritization processes resulting in downsizing, program eliminations, and
high tuition discounting (Christensen & Horn, 2019; Morphew & Braxton, 2017). Enrollmentdriven private colleges have sought to be more market-responsive, adding more professionally
oriented programs, catering to adult and online learners, and building graduate programs and
certification curricula (Morphew & Braxton, 2017). These colleges are graduating fewer students
in liberal arts majors and have decreased faculty in those areas as well (Morphew & Braxton,
2017).
These changes have meant a reduction in fulltime, tenure-line faculty and an increase in
contingent hiring (Morphew, Ward & Wolf-Wendel, 2016). These changes have also surfaced a
tension between “mission and money” (Morphew & Braxton, 2017, p. 28) as the pressure to
remain financially solvent, at times, challenged aspects of historical and holistic liberal arts
missions. Indeed, researchers recommended that private college campus leaders “remain aware
of fiscal realities and how they shape campus missions” (Morphew, Ward & Wolf-Wendel,
2016, p. 42), noting that while some mission reimagination or reinterpretation may be necessary
in this new era, remaining “mission-centric is key to private college survival” (Morphew &
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Braxton, 2017, p. 300).
Given the centrality of faculty (and historically, tenure-track faculty) to the private
college mission and the challenging conditions the sector is facing, a greater understanding about
the factors that are influencing hiring and how those may be reshaping the faculty model is
needed. While previous studies provided initial information about decision-making among
academic administrators in charge of faculty hiring, more can be known, especially in the small,
private, nonprofit sector. This dissertation study adds to the understanding of how hiring
decisions are being made in private higher education, what factors are influencing the decision
making, and if the processes align with institutional goals. Ideally, the findings allow private
higher education leaders to more intentionally manage their hiring practices to align with the
unique and important missions of their institutions, and perhaps, to innovate their faculty models
in ways that positively contribute to their sustainability and survival.
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Chapter III: Methodology
The purpose of this exploratory comparative case study dissertation is to explore the
complexities impacting faculty hiring decisions within and across private, nonprofit higher
education institutions in Iowa, a state where private higher education faces challenges. Data
collection was completed through interviews with academic administrators who oversee faculty
hiring at their institutions. The goal was to explore the decision-making processes of academic
administrators at private colleges who are hiring within a complex context and to identify key
factors influencing their faculty hiring practices. The conceptual framework guiding the study is
a Model for the Future of the Faculty developed by Kezar and Maxey (2016).
The research focused on the factors influencing faculty hiring, including the role that
external pressures, internal values, organizational strategic processes, or institutional missions
play in hiring decisions. Additionally, the study explored the decision-making processes of
academic administrators and the extent to which they consider potential effects on student
success when hiring faculty and how intentional they are in their shaping of the faculty
composition at their institutions. The goal of the study was to illuminate how private education
leaders in this complicated sector are experiencing influential factors as they make hiring choices
and to provide insights into their perspectives that could inform future practice.
Research Design
Qualitative research approaches have a constructivist orientation. Ontologically, reality is
socially constructed, and no single, stable reality exists. Instead, multiple interpretations of a
single phenomenon occur (Bogdan & Knopp Bilken, 2007; Merriam & Tisdell, 2016). In
qualitative research, “researchers do not find ‘knowledge;’ they construct it” (Merriam & Tisdell,
2016, p. 9). Qualitative research is naturalistic and seeks to uncover patterns in how people
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understand their experiences and create meaning from them (Bogdan & Knopp Bilken, 2007;
Jackson & Taylor, 2007; Merriam & Tisdell, 2016). Qualitative research design uses open-ended
questions and responses, and semi-structured methods to gather data from participants, often in
their natural setting (Bogdan & Knopp Bilken, 2007; Creswell & Creswell, 2018; Orcher, 2014;
Pyrczak, 2014). Qualitative research seeks to understand meaning from the participants’
perspective, not the researchers’, and aims for depth often from small sample sizes of
intentionally selected participants (Bogdan & Knopp Bilken, 2007; Merriam & Tisdell, 2016;
Orcher, 2014).
The research design of this dissertation used the qualitative method of an exploratory
comparative case study. A qualitative methodology was employed in the collecting and
analyzing of interview data from academic hiring leaders at two small, private colleges in the
state of Iowa. The case study methodology allowed for an in-depth exploration of the
complexities both within and across participant administrators and institutions. Data collection
took an exploratory approach, adapting based on emergent patterns (Bogdan & Knopp Bilken,
2007). Likewise, the analysis process followed qualitative research tenants and was inductive,
building individual experiences outward to broader themes (Creswell & Creswell, 2018; Patten
& Newhart, 2018).
Case study research focuses on investigating, describing, and analyzing a single subject
or “bounded system” (Bogdan & Bilken, 2007; Merriam & Tisdell, 2016). The approach is
idiographic in that it attempts a holistic description of the phenomenon through detailed analysis
of the case context (Patten & Newhart, 2018). The case study research method is especially
effective for researchers seeking to make connections between several factors and desiring to
“explain a complex whole” (Patten & Newhart, 2018, p. 174). Perhaps most relevant to this
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research study, case studies allow researchers to investigate a “phenomenon within its real-life
context” (Merriam & Tisdell, 2016, p. 37). The approach can be especially relevant when the
boundaries between the phenomenon and the context may be unclear (Merriam & Tisdell, 2016),
as is the situation with faculty hiring in small, private colleges.
Comparative case studies (also referred to as multi-case studies) focus on collecting and
analyzing data from multiple cases for comparison and contrast (Bogdan & Bilken, 2007;
Merriam & Tisdell, 2016). This research design allows researchers to trace the phenomenon
being studied—in this dissertation study, faculty hiring—across different locations and at
different scales (Bartlett & Varvus, 2017). Because the goal of this dissertation was to explore
faculty hiring in the Iowa, small, private college context as completely as possible, an
exploratory comparative case study approach that allows for tracing across institutional contexts
allowed for more complex analysis. Bartlett and Varvus (2017) argued that “this ‘tracing’ logic
can reveal important and surprising analyses” (p. 7) because it allows for not only traditional
horizontal comparing and contrasting across sites, but also vertical comparison (across scales)
and transversal comparison (across time).
Additionally, comparative cases studies can enhance the validity and potential for
generalizability of research (Bogdan & Bilken, 2007; Merriam & Tisdell, 2016). Increasing the
number of cases and the diversity and variation in the cases can lead to more compelling
interpretations and can strengthen the findings in terms of stability (Merriam & Tisdell, 2016).
Site Selection
The participant scope of this study is administrators involved in hiring at small, private,
nonprofit colleges in the state of Iowa. Iowa was selected not only because of its practicality and
familiarity to the researcher, but also because of the statewide discussion about the private
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college sustainability issue. Concern is growing that the relatively large number of small, private
colleges in the state that are enrollment-dependent, combined with the national and statewide
predictions for high school graduate declines, could create significant challenges for some of
Iowa’s private colleges in the coming years (Bolten, 2018; Lasley, Hogberg, Rasmussen &
Harris, 2020; Miller, 2020). This context puts hiring leaders at those Iowa private colleges in a
particularly complex situation as they must consider and balance many factors, both short-term
and long-term, when making faculty hires. Additionally, Iowa private colleges serve a significant
number of higher education students given that the percentage of college students in the state
who attend private colleges (44%) is above the national average (30%) (Chingos, 2017).
The institution sites considered for this study were all Council of Independent College
Institutional Members, which includes 24 private colleges in Iowa that retain that membership.
Two of the member institutions did not fit the study scope—one is an undergraduate seminary
only and another does not award tenure of any kind. Data for the remaining 22 institutions was
collected from the Integrated Postsecondary Education Data System (IPEDS) Human Resources
data reports. Data was collected from three sample years—2020, 2016, and 2012. Those years
were selected based on the most current year of data available (2020), the year IPEDS began
collecting more nuanced data about faculty contract types (2012), and the midpoint between the
two mark (2016).
For each sample year, data was gathered on fulltime instructional faculty in a variety of
contract categories (total fulltime, tenured, tenure track, nontenured multiyear, nontenured
annual, nontenured less than annual, nontenured indefinite duration, nontenured without faculty
status) and on parttime instructional faculty in a similar set of contract categories. The researcher
then calculated for each year the percent of faculty that was fulltime, parttime, and nontenured.
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Percent change and headcount change calculations were also done to determine the changes in
fulltime, parttime, and total faculty over six years and over ten years; the changes in fulltime
tenured and tenure track faculty over six and ten years; and the changes in fulltime nontenured
and in total nontenured faculty over six and ten years. Finally, the researcher calculated the
percent of the faculty that was nontenured and the percent that was tenured or tenure-track in
each of the three sample years. The data analysis was used to identify three categories of
institutions—average, above average, and below average contingency rates (see Appendices A-G
for complete data charts).
Sample
A two-tiered sampling structure was utilized to identify potential case study sites and
administrative participants. A maximum variation sampling strategy was used for selecting
institutions as potential cases, aiming for one institution with increases in parttime and
nontenured hiring between 2012-2020 and one with little change or decreases according to the
IPEDS data.
Inquiry about willingness to participate began with each institution’s provost who was
contacted by email (see Appendix H). Provosts were invited to participate in the study
themselves, as well as to identify other academic administrators on their campuses who regularly
have a significant role in the hiring of faculty. The researcher aimed for saturation at each
institution, recognizing the number of interviews required to reach that depended on the size and
structure of the institution’s academic administration and/or the variation among hiring
processes. While the goal was saturation within each institution and across institutions, the
researcher required a minimum of three participants to be interviewed at each site. The Chief
Academic Officer (provost) was a required interviewed at both sites.
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As institutional sites were identified, a second sampling strategy was used to select
interview participants within each case. Purposeful sampling allowed the researcher to consult
with the provost to invite additional academic administrators as interview participants within
each case based on their involvement with faculty hiring at the institution. For both cases, a total
of four academic administrators were interviewed at each site, for a total of eight participants
across the two sites. At the first site, the provost and three academic deans (there are four total
deans at the institution) were interviewed to reach saturation. At the second site, the provost and
all the academic deans at the institution (three) were interviewed to reach saturation.
Instrument
A semi-structured interview was used in this dissertation study. Interviews included
questions and prompts in categories that aligned with both the study’s research questions and a
Model for the Future of the Faculty conceptual framework (Kezar & Maxey, 2016). The
questions were field tested with an academic administrator from a non-participant institution to
gauge if the data anticipated was solicited. The field test yielded important feedback, and
interview questions were revised and narrowed based on the field testing. The instrument was
also reviewed by the researcher’s two methodologists, which aided in further culling and
narrowing of the questions to keep the interviews to 60 minutes or less. The interview protocol
and the alignment with the research questions are illustrated in Table 1 (see Appendix I for the
complete interview protocol).
Table 1
Interview Questions and Research Questions Alignment
Research area

Interview Questions/Prompts

General hiring

•

How long have you been in higher education and how long have you
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questions

been at your current institution? How long have you been in your
current position?
•

Can you briefly tell me about the ways have you been involved in
hiring faculty throughout your career, and in particular, how you are
involved in your current position?

•

I’d love to get a sense of your faculty hiring processes in general. So,
think about the last faculty hire you made. Can you briefly walk me
through that process from start to finish, from the decision to post the
position to the actual offer and acceptance?

•

How “typical” would you say the process you just describe is? Are
there similar processes for various types of faculty hires? For
example, tenure-track vs. nontenure-track, fulltime vs. parttime or
adjunct, “traditional” vs “post-traditional” programs (online, degree
completion, graduate, professional studies, etc.)? If so, why?

RQ1: What role

•

do external
pressures,

institutional pressures, how would you approach hiring?
•

internal/personal
leadership

If you could hire the way you want to hire, without any external or

How close to your current hiring reality is the ideal you just
described? Are there challenges?

•

I’d like you to think in terms of greatest influence for a moment. What

values,

one or two factors do you feel are currently influencing faculty hiring

organizational

most at your institution?

strategic

o External pressures

processes, or

o Internal pressures
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institutional

o Strategic plans or processes

missions play?

o Institutional mission, values, or purpose
•

[SKIP IF ANSWERED ABOVE] What values or ideals guide you
when hiring faculty? Are any of those particular to small, private
higher education?

•

How would you describe the expectations of you when it comes to
faculty hiring?
o Who sets those expectations?
o Who has the final decision in a faculty hire?

RQ2: To what

•

extent do leaders

In your experience, what role does student success (student learning,
satisfaction, achievement, etc.) play in the hiring processes?

utilize
information
about the
potential effects
on student
success when
hiring
contingent
faculty?
RQ3: How

•

How, if at all, has the faculty composition changed during your time in

intentionally are

administration? In your opinion, what shaped any changes?

academic leaders •

Generally, how would you describe your institution’s overall hiring
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monitoring and

plan?

shaping the

o Are there intentional short-term or long-term staffing plans?

faculty

o How well are you able to follow those as you make hires?

composition at

o If so, what values, goals, strategies frame it?

their

o How well or widely is it known?

institutions?

o Do hiring decisions tend to be focused on the present institutional
situation? On the future?
•

[SKIP IF SHORT ON TIME] What role, if any, does data play in
hiring decisions? And, has that changed over time?

•

[SKIP IF COVERED ABOVE] Can you describe any faculty hiring or
faculty structure practices at your university that you view as unique
or innovative (consortia, creative contracts, differentiated work
agreements, etc.)?

•

What you think the faculty structure and/or faculty hiring processes
will look like at your institution in 10 years?

Concluding

•

Questions

How do you feel about the shift in higher education overall to hiring
more contingent faculty and fewer on the tenure track? How do you
feel about it at your university?

•

That completes my list of questions. Do you have any other or further
thoughts you wish to share with me, or is there anything you
anticipated that I’d ask about faculty hiring that I did not?

Data Collection
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Prior to data collection, Institutional Review Board (IRB) approval was obtained from
Bethel University. Following approval, the researcher contacted participants to schedule
interview dates and to distribute and collect signed informed consent forms (see Appendix J).
Because of COVID-19 precautions and scheduling complexities, synchronous video
conferencing technology (Zoom) was used to conduct all interviews. Interviews were audio and
video recorded and transcribed using a speech-to-text transcription application (Otter.ai) and then
edited for accuracy by the researcher. All interviews took place in February and March 2022.
Confidentiality and privacy were maintained throughout the data collection process.
Interview recordings and transcripts were stored on an external hard drive. No personally
identifying information was used in the write up of the data, and no participants are identifiable
in the dissertation to ensure privacy. Pseudonyms are used for each institution and administrators
are identified only by their administrative role (provost or dean). The researcher assigned unique
site identifiers to each case in the study, and while some general descriptive data about each site
is included in the dissertation, every attempt was made to protect privacy and confidentiality.
Once presentation of the dissertation is complete, all confidential data will be destroyed.
Participation in the study was entirely voluntary.
As an additional data collection method, the researcher wrote research memos following
each interview while ideas and information were fresh. Qualitative research is naturalistic and
seeks to uncover patterns in how people understand their experiences and create meaning from
them, and the semi-structured interview process allows qualitative researchers to collect and
analyze data simultaneously, making adjustments based on emerging patterns or themes
(Merriam & Tisdell, 2016). The research memos provided a systematic and methodological way
to engage in that process of ongoing analysis.
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Data Analysis
MAXQDA software was utilized for data analysis in this study. The software assisted in
organizing and evaluating the research based on coding. The researcher used a combination of
inductive (emergent) and deductive (structured) coding (Merriam & Tisdell, 2016). Deductive
methods were used to establish initial code categories derived from the research questions and
the conceptual framework—a Model for the Future of the Faculty (Kezar & Maxey, 2016).
Inductive coding was also used to create additional codes that arose from the data based on
emergent patterns or themes in the participants’ responses.
Because this research study was an exploratory comparative case study, two layers of
data analysis—within-case and cross-case analyses—were needed (Merriam & Tisdell, 2016).
Following best practice, coding and data analysis occurred for each bounded case before
engaging in any cross-case analysis (Merriam & Tisdell, 2016). To achieve this, the researcher
coded each cases’ interviews as they were completed, coding and analyzing bounded cases for
individual institutions separately. Only after the researcher had coded and analyzed each
bounded case was data analyzed across cases.
The coding process for each bounded case contained three rounds of coding by the
researcher. Before coding began, the researchers did a complete read-through of the transcripts
without coding to observe any initial patterns or connections and to adapt any predetermined
codes and generate relevant new codes. The first round of coding for each institution followed a
mostly structural coding process in that the data were coded into categories that aligned with the
research questions. However, the first round also involved some open coding techniques to
produce new codes that were emergent in the participants’ quotations (Merriam & Tisdell,
2016). The second round of coding for each institution included grouping codes into fewer
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categories and creating subcodes as the researcher applied the literature, theories, and conceptual
framework and began to note connections between data (axial coding method) (Merriam &
Tisdell, 2016). Third rounds of coding were used to further refine codes and subcodes and to
identify relationships.
The analysis process for each bounded case was a thematic analysis that included
analyzing the coded data for trends, patterns, or relationships, paying special attention to
discrepant evidence, with the intent of several key themes emerging for each individual case.
Cross-case data analysis occurred only after all bounded cases were analyzed. The analysis
across the two institutions allowed for the formulations of analytical comparisons. Data was
analyzed for overarching themes and patterns common to both cases, as well as through the lens
of a Model for the Future of the Faculty conceptual framework and the theoretical models (Kezar
& Maxey, 2016).
Trustworthiness
Merriam and Tisdell (2016) explained that the underlying assumption of qualitative
research is that reality is not fixed and instead is “multidimensional, and ever-changing” (p. 242).
Therefore, achieving validity in qualitative research cannot be done by assessing whether a study
accurately captures some fixed reality. Instead, the trustworthiness of qualitative research is
determined by “the purposes and circumstances of the research” (Merriam & Tisdell, 2016, p.
243), which includes the data collection and analysis methods.
For this dissertation study, several research strategies were used to increase the credibility
and trustworthiness of the study. During data collection, triangulation was used. Specifically,
multiple sources of data collected from both within and across site locations allowed for
comparing and cross-checking and ensured that the study’s findings are not isolated to a single
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source (Merriam & Tisdell, 2016).
Second, adequate engagement in data collection, or saturation, was deployed in this study
to assure that the researcher neared the participant’s understanding of the phenomenon as much
as possible (Merriam & Tisdell, 2016). The researcher engaged in data collection to the point of
saturation both within each and across the two cases. Third, member checks were used to ensure
credibility. Member checks involve requesting feedback from study participants and allow
qualitative researchers to check for accuracy (Merriam & Tisdell, 2016). For this study,
participants were sent transcripts and given the opportunity to review them for accuracy and/or to
provide any additional information that they deemed relevant. Finally, the study also used
interrater reliability in coding by having a methodologist review coding methods, including
codes and subcodes, in the initial stages of data analysis.
Limitations and Delimitations
This dissertation study has several potential limitations. The most significant limitation
occurred because access to participant populations was challenging. In the midst of a global
pandemic that has disrupted nearly all aspects of higher education, many provosts were not
inclined to participate in an hour-long qualitative interview when their and their deans’
workloads are large, and their capacities are small. The study was, therefore, limited to the
participants that were willing and able to commit the time, which caused some alterations to the
intentionality of sampling strategies. To mitigate this limitation, the researcher contacted
multiple institutions within all sampling categories with the intention of remaining as true to the
maximum variation sampling methodology as possible.
An additional limitation is inherent to the nature of interviewing as a data collection
method, which relies on participants’ willingness to self-report and share their honest
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perspectives and opinions on or experiences with faculty hiring. The use of an exploratory
comparative case study methodology helped to lessen this limitation as multiple case analyses
were conducted, and cross-case analysis allowed many data points to be considered.
Qualitative research also relies on the researcher as the instrument, and the limitation of
possible researcher bias or subjectivity remains pertinent. Because the researcher was the solo
coder in this study, bracketing biases to diminish this potential limitation was important. Finally,
while the purpose of qualitative research in general, and of this study in particular, is not to
create highly generalizable findings or to draw casual conclusions, important to note is that those
are inherent limitations in this research study as well.
The delimitations of the study are created by the research design itself. The study sample
was limited to two small, private, nonprofit colleges and was focused on the state of Iowa.
Therefore, other types of institutions and other geographical locations were excluded. The study
also focused on upper academic administration participants (provosts and deans) who are directly
involved in the faculty hiring process and their experiences and perspectives. The research does
not include the exploration of faculty hiring and faculty composition from the perspectives of
department chairs, faculty members, or students. Those perspectives were beyond the scope of
this study. While these delimitations necessarily create the boundaries and narrow the scope of
this study, the use of multiple cases and a comparative case study methodology does add to the
research reliability and validity.
Ethical Issues
Ethical decision making happens throughout the research process, from design and
planning, to data collection and analysis, to sharing of results. Those engaging in human subject
research must anticipate and guard against ethical issues (Creswell & Creswell, 2018). The
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ethical principles outlined and defined in the Belmont Report (1979) serve as the guide for all
researchers as they seek to add to knowledge but also protect human subjects. Those principals
include Respect for Persons/Autonomy, Beneficence, and Justice (Belmont Report, 1979).
While this study did not include participants from any designated vulnerable populations,
participant autonomy was maintained. Participation in any study must be fully voluntary (Patten
& Newhart, 2018). In this study, the researcher ensured that no interview participants had been
pressured to participate. The initial point of contact for participation in this study was the chief
academic officer (CAO) at each institution, and other academic administrators who oversee
faculty hiring were supervised by the CAO. Informed consent helped ensure that all interviewees
were participating freely and were not coerced.
Beneficence involves carefully designing a research plan to maximize benefit and
minimize harm (Creswell & Creswell, 2018; Patten, 2018), and justice requires that all
participants in a study receive equitable treatment and benefit and have full knowledge of the
study parameters and risks (Creswell & Creswell, 2018; Merriam & Tisdell, 2016; Patten &
Newhart, 2018). In this study, these ethical goals were achieved by focusing on reciprocity and
ensuring that the research findings benefit not only the researcher but also the participants.
Ethical standards were maintained through clear communication to participants that explained
the purpose of the study, fully informed participants before the study began, and communication
with participants after the study. As outlined in the above data collection section, the study also
included data collection, storage, and analysis practices that protect participants’ rights to
privacy, including confidentiality of data gathered and reported (Creswell & Creswell, 2018;
Merriam & Tisdell, 2016; Patten & Newhart, 2018).
Institutional Research Boards (IRB) provide an ethics check for many academic
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researchers and did in this study as well. The Bethel University IRB reviewed and approved the
study before any data was collected. Additionally, ethical considerations were followed not only
when gathering data but also when analyzing and reporting it. Researchers should avoid
reporting only positive information about participants, and they must report findings
comprehensively, even if it might mean contradictory or unsuccessful results (Creswell &
Creswell, 2018). Finally, ethical considerations are of particular importance in qualitative
research because of the relationships between researchers and participants. In this study, the
researcher was mindful of developing research relationships based on empathy, trust, and
equality (Bogdan & Bilken, 2007).
Researcher Positionality
Qualitative researchers must attend to their own biases and positionality when conducting
research (Bogdan & Bilken, 2007; Merriam & Tisdell, 2016). While qualitative researchers can
never abandon their own subjectivity entirely, they must actively seek out and reflect on their
positionality and potential biases to mitigate any potential effects on their processes or data
(Bogdan & Bilken, 2007). As an academic administrator currently working in private higher
education in Iowa, I have firsthand experience with faculty hiring. Additionally, I have served
both as a contingent and a tenure-track faculty member in small, private higher education.
Engaging in researcher reflexivity was essential to guard against my biases and to remain
conscious of how who I am may shape my research (Bogdan & Bilken, 2007; Merriam &
Tisdell, 2016).
My positionality also fueled my interest in and passion for this area of research. As
someone who has made a career in private higher education in the state of Iowa, I designed this
study to add to the body of knowledge that can be used by my colleagues in academic
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administration as they make decisions about faculty hiring and faculty composition under
immense pressure and among unprecedented challenges. If we can better understand the factors
that are influencing faculty hiring decisions at our institutions, we can more strategically and
intentionally innovate the faculty model to achieve private higher education’s unique and
important mission.
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Chapter IV: Results
The purpose of this qualitative dissertation study was to explore the factors influencing
faculty hiring at small, private, nonprofit colleges and universities in Iowa. An exploratory
comparative case study design was used to examine the faculty hiring experiences and
perspectives of upper-level academic administrators (provosts and academic deans) at two
religiously affiliated, small, private colleges in Iowa. The institutional participants represented a
maximum variation sampling strategy with one institution having increased and one having
decreased contingency hiring over the last eight years, according to IPEDS data.
The primary research question for the study was: What factors are influencing faculty
hiring decisions at private, nonprofit higher education institutions in Iowa? Sub-questions
included: 1) What role do external pressures, internal values, organizational strategic processes,
or institutional missions play in faculty hiring decisions? 2) To what extent do administrators
utilize information about the potential effects on student success when hiring contingent faculty?
3) How intentionally are administrators monitoring, shaping, or innovating the faculty
composition at their institutions?
Data was gathered through semi-structured interviews conducted via video conferencing
technology (Zoom). The interviews loosely followed a 15-question protocol (see Appendix I).
Multiple academic administrators were interviewed at each site, and interviews were audio and
video recorded using Zoom. Immediately following each interview, the researcher created
research memos, making note of key data points, themes, and connections to literature.
Interviews were transcribed using a speech-to-text transcription application and then edited for
accuracy by the researcher. Portions of transcripts were shared with participants for accuracy
checking. Transcripts were then uploaded to MAXQDA for coding and analysis. MAXQDA was

78

used for organizing and analyzing data, including the development of codes, subcodes, and key
themes, as well as analysis of code frequencies.
Case coding and data analysis occurred for each bounded case before the researcher
engaged in any cross-case analysis (Merriam & Tisdell, 2016). The interviews for each case were
transcribed and coded as they were completed, allowing bounded cases to be analyzed for each
institution separately. Only after the researcher coded and analyzed each bounded case was data
analyzed across cases.
Pseudonyms will be used for the names of the institutions to protect confidentiality and
maintain anonymity.
Case 1: Midwest College
Midwest College (a pseudonym) is a Christian college located in Iowa. Fall 2021
enrollment was approximately 1,600 total students with approximately 1,000 of those students on
the residential campus (Iowa College Aid, 2021). The college has experienced overall enrollment
increases in each of the last several years for both its residential and nonresidential students,
according to data from Iowa College Aid (2017, 2019 & 2021). Midwest College has also had an
above average percent increase in parttime and fulltime nontenure-track faculty when compared
to Iowa private college CIC member counterparts, according to the analysis of IPEDS data (see
Appendix G). The institution has both residential degrees as well as several online undergraduate
and graduate degree programs.
Discussion of the sample. Academic administrator participants at Midwest College were
selected based on their involvement in faculty hiring processes and decision making. These
participants included two levels of academic administrators—the provost and school deans. The
provost helped identify the deans as relevant participants, and the deans were contacted
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separately via email by the researcher and invited to participate. Three of the institution’s four
deans participated in the study. The fourth dean indicated a willingness to participate but became
unresponsive, and saturation had been reached after the first four interviews. Each participant
was interviewed using Zoom during February 2022. Interviews lasted approximately 50-60
minutes. To protect participant identities, only administrative titles have been utilized.
Case study themes. The coding of the transcripts from the four Midwest College
interviews resulted in several key themes emerging. Ten parent codes were developed in
MAXQDA, each with multiple subcodes within them. In the first round of coding, both
structural coding and open coding methods were used to develop codes that both aligned with
research questions and that emerged from the participant quotations. In the second and
subsequent rounds of coding, codes were grouped, merged, and organized into hierarchies
(parent codes and subcodes) to identify emergent themes as well as aligned with previous
literature and conceptual frameworks.
Parent codes with 20 or more quotes attributed to them surfaced as primary themes, and
subcodes with seven or more quotes assisted in refinement of the themes. Six primary themes
emerged from the analysis as the major factors influencing faculty hiring at Midwest College. A
summary of the themes is provided in Table 2. Five of the six themes had a coding frequency of
100% with all four of the participants noting them as a factor, and the final one had a frequency
of 75% with three of four administrators indicating it as a hiring factor. Each of the six themes is
discussed in detail below.
Table 2
Themes: Factors in Faculty Hiring at Midwest College
Primary Themes
Frequency
Private College Identity
3
Role of Mission
4
80

Percent
75%
100%

Institutional Perspective and Priorities
Hiring Challenges
Economic Pressures
Flexibility and Innovation

4
4
4
4

100%
100%
100%
100%

Private college identity. Midwest College administrators indicated an alignment with a
small, private college identity focused on student centeredness and highly engaged faculty. In
their interview responses, three of four participants described a commitment to students and
teaching-focused institutional identity as important factors in hiring decisions. When detailing
the values that most matter to faculty hiring, the provost explained, “Most small privates,
[Midwest] included, prioritize teaching. And so, very important for us in the faculty interview
process is the teaching demonstration.” Two deans echoed this importance. One noted, “We are,
first and foremost, a teaching institution” and that teaching is something all hires must care
deeply about. The other said, “What I'm looking for and what I will always ask is, how do you
engage students in the learning?”
Additional aspects of a student-success-focused institutional identity also emerged in the
interviews. While participants unanimously agreed that the most salient aspect of student success
in the faculty hiring process is good teaching, they also mentioned other skills such as academic
advising, job placement assistance, retention efforts, and in some cases, even recruitment. The
provost indicated a desire to infuse the faculty hiring process with more questions focused on
some of these additional areas of student success. He noted that “we are having a conversation
on campus now about academic advising” that may lead to a greater emphasis on broader student
success skills in the faculty hiring process. While hiring committees do not currently emphasize
student success much beyond teaching, the provost anticipates adding “questions intentionally
about someone who can help students get jobs, someone who is a good advisor,” etc.
The provost also explained that while secondary to teaching, factors such as a faculty
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member’s “ability to engage and attract prospective students” is becoming increasingly
important. One dean also mentioned recruiting as an emerging area for faculty hiring. He
described the increased expectation for faculty at small, private schools to play a role in
attracting new students. “More and more, we're all part of the recruiting process, and we're all
sort of adjuncting in admissions in a way,” he said. He explained a new approach Midwest
College is “trying out” that adds recruiting expectations to faculty load for a select number of
faculty members. This unique faculty contract structure will be explained in greater detail in the
“Flexibility and Innovation” theme section below.
Midwest College administrators also communicated consensus opinions about contingent
hiring that were framed by the private institution identity. For example, three of the four
administrators (the dean who oversees most of the online programs was the exception) expressed
that the hiring of contingent faculty was something that needed to be closely monitored for its
potentially negative effects on the institution’s student-centered identity. For example, the
provost and two deans explained that their general policy is to only hire adjuncts in the
residential program when the adjunct can offer students specialized expertise or is needed to fill
in while a search for a permanent hire is ongoing.
The provost explained, “We have tried to be more intentional in certain disciplines about
making use of adjuncts in the community, particularly those who bring expertise that we might
not have as well in hand in our traditional faculty.” And one dean noted, “We want an occasional
adjunct if we can get the CFO, for instance, from [local corporation] to teach a cost accounting
course. For us, on occasion, that’s great. It introduces our students to a practitioner or somebody
that’s in the field.” However, he went on to add, “But would we want a third of our accounting
courses to be taught by adjuncts? No, no, that’s not who we are.”
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One dean connected adjunct hiring directly to student success elements such as student
performance and student satisfaction. He explained that because Midwest College is in a rural
area, finding adjuncts is not always easy, and when adjuncts can be hired, they often need to
teach evening courses that are not as desirable for residential students. He explained, “That's not
what our students or prospective students and families are wanting.” He summed up the
institutional identity and adjunct hiring connection by stating, “It’s not bad to have some
adjuncts. You don't want to have a lot of adjuncts.”
The provost also commented on the trends he has seen across higher education and at
some private institutions of relying more on nontenure-track faculty hiring. He expressed mixed
feelings about what might be gained or lost by such shifts.
I know there has been… a transition away from the traditional tenure track model or
tenure model to a multiyear contract model or a nontenured model. I don't know what I
think about that. There's enough of me that's a traditionalist to say, the system is not
broken. It's messy, but it's not broken. It works. But I'm also intrigued by my professional
faculty who couldn't give a wit about tenure. They don't want it. They don't care about it.
They don't understand why they have to jump through all these hoops for something that
doesn't matter anyway. I don't know what to do with that.
While Midwest has recently added a nontenured, fulltime faculty category for professors
who have not obtained terminal degrees (see the “Flexibility and Innovations” section for more
details on this category), administrators expressed uncertainty about how that new classification
is functioning. The provost’s predecessor created the category, one the current provost described
as “weird” because it is designed to be long-term but nontenured. One dean noted that there is
some “tension with the faculty governance piece” around any nontraditional hiring, and that the
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new category, in particular, is something the institution is still working to “get through the details
of.” Another dean echoed this by saying, “We’re still working out the kinks.” He suggested that
the institution may want to “put a cap on what percentage of the faculty” could be in that new,
nontenured category and felt administrators may need to keep a close eye on the number in the
same way they would track adjuncts.
The provost made clear that there are no formal caps or strategic goals around the use of
either fulltime, nontenure-track faculty or adjuncts, and was also direct about the fact that
“there’s not an intention to move away from tenure-track faculty” at Midwest. He sees the
institution, because of its specific purposes and identity, as “continuing to be a place that relies
on fulltime faculty.”
Role of mission. As a religiously affiliated institution, Midwest College’s mission leans
heavily on its alignment with the Christian faith. Administrators view a commitment to the faith
mission as a central factor in faculty hiring. All four administrators emphasized that alignment
with the institution’s mission is one of the most, if not the most, important factors they assess in
candidates for faculty positions. Each of Midwest’s academic administrators mentioned the
essential role of mission in the hiring process several times during their interviews, and the
provost and two of three deans named it as the top factor influencing hiring at the institution.
The provost explained, “We expect that all of our faculty members will have a
commitment to the Christian faith. They have to be able to express that commitment in ways that
are sufficiently robust for them to be able to meet our mission.” Deans reiterated this priority in
their comments. One noted, “The faith integration piece is really large.” Another said of the faith
mission, “We remain fully committed to it.” Finally, the third dean explained that part of the role
of dean-level and above administrators during the hiring process is to be attuned to candidates’
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commitment to the mission. He explained:
In terms of which person actually gets hired, it boils down to mission and that person's
ability to support the mission, of not just the college, but every department is an
extension of or an expression of that mission. So, we want that person to be able to
further the mission of the college through that department and through their classes and
through their research.
Comments from all four participants communicated that mission is a central factor because of its
centrality to the university’s purpose.
Institutional perspective and priorities. Each of the four study participants from Midwest
described recent changes to the administrative structure of the university and the effects of that
on their faculty hiring processes. The dean with the overall longest tenure at the university
explained that the university restructured its academic division approximately five years ago.
Previously, academic affairs consisted of the vice president for academic affairs as the chief
academic officer and then a dean of faculty who served as the de facto dean over all the
academic schools in the institution. Each department (essentially each disciplinary major) had a
department chair who coordinated administrative work within the department, including most
aspects of faculty hiring. In the restructuring, the institution eliminated the dean of faculty role
and created four school-level (or division-level) dean positions and maintained department
chairs. When a new provost was hired three years ago, hiring moved from the purview of the
department with oversight from upper administration to the purview of the deans with
department collaboration. As one dean noted, “It used to be that departments were exclusively
given domain over the hiring process, and only more recently has there been a more direct
administrative hand in it.”
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Participants explained the reason for this change in various ways. Some viewed it as a
way to bring more consistency and stronger best practices to a faculty hiring process that had
been highly decentralized and idiosyncratic to each of the academic divisions. One dean
described it as an effort to create “consistency and continuity across at least [the departments in]
a division” as he believed there was likely still necessary uniqueness across academic divisions
allowing them to maintain the “slightly different emphasis” of each academic school. He offered
the expectations from different divisions for a faculty finalist candidate’s presentation to the
university faculty during the on-campus interview as an example.
I was reminded of this just the other day… We will almost always have a faculty
interview that takes place late in the afternoon. In the natural sciences, they definitely
want that candidate to make a research presentation at the start of that. While in the social
sciences, we want them to share about their research interests, but we really don't want
that [formal presentation]. It's just 10 or 15 minutes on the front end of that hour
together.… for us, the primary thing of the faculty interview is really a Q&A.
All three deans and the provost felt that the hiring process elements that had been
recently added were to ensure more uniformity and promote best practices. The five new process
elements that were most often mentioned were (a) a position request form used to formally seek
permission from upper administration to hire/rehire any faculty position, (b) consistent search
committee sizes and compositions, including (c) the requirement to include one search
committee member from outside of the department on the team, (d) the dean having an active
role in search committees, often serving as committee chair, and finally, (e) search committee
charges that create a shared understanding of the search purpose and standard processes. The
deans are charged with ensuring these new procedures are followed consistently. “I was
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encouraged to take leadership over search committees,” one dean explained. “The idea is to have
deans play more of a role.”
While one participant described the increased role of the dean as a way of “spreading the
workload,” another noted the benefit of dean oversight in keeping the hiring process moving,
which he felt increases the chances of hiring the best candidates. He clarified:
I do everything I can to make sure that the process doesn't stall out. It’s so easy for that to
happen in an academic institution. Everybody has a whole bunch of things that are
pulling on them, and it's easy for stuff to just get pushed to the backburner. When doing
these searches, you just can't do that. We just have to keep moving the process along. So,
that is that is one of the things that I am prioritizing in my role is just keep the process
moving. Faculty, I'm finding, they need to be pushed. If you don't push them, it just stalls.
Perhaps most notably, the participants all saw the new process elements as ways to infuse an
institutional perspective into the hiring process, which had historically been driven primarily by
departmental views. As one dean indicated, “Our previous procedures placed all of this on the
departments, and the departments will have a departmental view but not necessarily an
institutional view. So, I think the idea was to make sure that there was an institutional view, an
institutional voice, somebody that has that perspective.”
The four participants all mentioned the recent implementation of a search committee
charge to the faculty hiring process. According to the participants, the charge is one way of
assuring that an institutional perspective is infused in the hiring discussion from the outset of any
new search. The provost explained that “the search committee gets access to the to the
applications only after there has been an initial meeting where a charge is presented.” Part of the
charge is pragmatic in that it lays out the guidelines and standard procedures for faculty searches
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so that they are understood by all committee members. However, the provost has been impressed
by how the deans have “taken it up a notch” and engaged in meaningful conversations with the
committee members to frame faculty hiring as part of the charge process. Deans lead discussions
with their search committees about “what are the things we're looking for in a candidate? Let's
talk about that so that we are not just looking at these applications from wildly different
perspectives,” the provost explained.
Deans reiterated this practice in their responses. Some described using the charge to
frame the search and its priorities. One dean said that he uses the charge “to provide the
background information to the appropriate people on my team. And specifically, I want them to
know why there's a position opening, what I'm looking for, and ask for their input on what they
see in a new hire.” That final point about seeking departmental input was primary for other deans
as well. One noted, “I don't view it as a top-down sort of participation. I think there's enough of
that that's implied in the fact that I am chair of a search committee.” Instead, he described his
role as to be “constantly in dialogue” and to “come alongside” departments to balance
institutional and departmental needs.
All deans agreed that alignment with institutional priorities is an important factor in
faculty hiring, and they communicated that their responsibility is to keep those priorities central
during searches. The two most often mentioned institutional priorities were (a) alignment with
the institutional mission and (b) the institutional priority of diversifying the faculty. Alignment
with mission was described in detail in the “Role of Mission” section, but deans listed it as a
primary function of their new role in the hiring process. One explained, “I'm commissioned to
watch the mission of the college and where there might be red flags… If we have someone who
is an applicant that does not show any ability to support that mission, that's something that I have
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to watch for closely.” Similarly, two of the deans mentioned that a benefit of their direct
involvement in the search committees was to watch for candidates who would be good “team
members.” One said that he saw “team building” as a priority for Midwest College, and
therefore, he looks for candidates who are “wanting to be part of a group or team.” Another dean
noted that he sees part of his role as looking for a candidate who will be “a good team player”
and “to make sure that the person that we bring on is someone that we can work well with as
much as I possibly can.”
According to the participants, a second institutional priority is faculty diversity. The
provost noted:
I don’t know if pressure is the right word, but there is a sense that it is important to have a
pool that represents our aspiration to diversify our faculty. Whether we actually end up
being able to get the person that does that or not, it is important to demonstrate, both to
ourselves and to our colleagues, that we're making a good effort.
The three deans echoed the provost, explaining that the expectation to prioritize diversity
was a significant factor in their hiring work. One said, “That is a call from the President and Vice
President's offices… If there's a choice to interview a diverse candidate, they put a high priority
on that. And, if we don't interview a diverse candidate, they'll ask why. And that's fine.” Another
stated, “We’ve tried to acknowledge and recognize that diversity would be good. So, we're trying
to show that on the ground, even in the charge, and say that we want to show that we have really
considered women and minority candidates.” He added, “That probably is an expectation of me
as a dean, and the institution is invested in that.”
Overall, the participants agreed that the addition of the larger administrative role in
faculty hiring has been positive. One dean called the responsibilities new “wrinkles” in the
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process but categorized them as “nice wrinkles,” noting that he has “liked the evolution” of the
deans being “involved in the searches to a far greater extent.” Another dean predicted that
because of the need for an institutional perspective in hiring that “deans will continue to be a part
of that process in a way that the administration really wasn't before.”
Hiring challenges. One of the most pervasive themes in the participant interviews was
commentary on the challenges the administrators are facing in hiring new faculty. The three most
cited challenges were diversity, location, and applicant pool composition. Additionally, all four
participants noted economic factors, such as salaries, as hiring challenges. Those will be
discussed in the “Economic Factors” section below. The participants often articulated that the
challenges were interconnected or overlapping. For example, one noted that it can be challenging
to attract faculty candidates from minority backgrounds because of Midwest’s location in rural
Iowa. Another pointed out that small applicant pools may be attributed to the fact that the college
is not located in or near a large population center.
When participants were asked to rank the challenges that were most strongly factoring
into faculty hiring, three of the four ranked the need for larger, stronger applicant pools near the
top. One described the applicant pools for faculty positions in some disciplines as “really quite
shallow.” They expressed consistent wishes for “larger,” “stronger,” “more well-rounded,” and
“more diverse” application pools.
Two of the four participants explained that challenges with applicant pools have shifted
their perspectives on the faculty hiring process from “gatekeeping” to “recruiting.” One dean
explained that historically there had been more of “a gatekeeper mentality” among department
faculty and even among academic administrators that placed an emphasis on faculty job
candidates proving themselves to Midwest much more so than Midwest selling itself to strong
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candidates.
One dean described his desire to disrupt that historical mentality and his hopes to add
more direct recruiting to the faculty hiring process. Ideally, he would like to have the ability to
hire recruiters to seek out faculty at other institutions, who may not necessarily be looking for a
new position but who would be a strong candidate, and urge them to apply. He said, “I think if I
had my choice, I would want to get lined up with a search firm that does that.” Or, alternatively,
“I'd want to have a network that I could draw into that gives me some names that I can recruit on
my own.” He noted that it is certainly important for the search committee and the faculty at large
to get to know the candidate and assess their fit for the position, but that same time, “we also
need to sell the candidate. So, we are interviewing them, but we are also recruiting them. I want
my process to be more recruitment and less ‘you’ve got to prove to me that you're worth this
job.’” The provost noted that the institution is in the exploration phase of perhaps working with
LinkedIn “to actively target people who might not know about [Midwest] . . . and might not even
be looking for a job.”
All four study participants listed Midwest’s rural location as a challenge to the hiring
process. Comments included: “the proverbial challenge for places like us is our location;” “we've
got just the inherent challenges of location;” “we will always face the challenge of where we're
located;” and, hiring “is not always so easy where we're located.”
The participants listed several aspects of location as challenging. The first, according to
one participant, is the “availability of people.” The college’s town is not itself, nor is it near, a
major population center, so there are simply fewer people to draw from in the immediate area
when a position opens. This leads to a reliance on national and even international searches for
candidates by default, which brings in a second locality factor noted by administrators—the
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culture of the location.
Three of the four administrators were themselves “transplants” to the area when hired,
and, as one noted, it can be a “culture shock.” One participant stated that while there are benefits
to the location, they are not always immediately apparent to someone applying. He said, “I love
our location. I like small town Iowa. I'm a transplant. I really love it, but it does make it hard.”
Another commented, “We're not a destination kind of place in the minds of a lot of people, so I
think we are hindered a bit by that.” He explained that it can be particularly challenging as they
seek more diverse candidates for faculty positions. “It's hard to bring in candidates from
underrepresented demographics . . . It's just a difficult place to recruit to.” Another participant
agreed, citing a recent example of a successful minority faculty hire who “really has, I think, had
a had a great experience thus far, but that still takes a special person.” Three of the participants
mentioned that they have had more success in increasing the diversity of their faculty through the
hiring of international faculty members, particularly from East Asian and South Asian countries,
versus through hiring of racially diverse domestic candidates.
Economic pressures. Like many other higher education institutions that are enrollment
dependent, Midwest College recently conducted a prioritization process that resulted in the
elimination of several faculty positions. The study participants all offered what they perceived to
be the goals of that process. One participant characterized the prioritization process as one that
“needed to happen” and as a way to “cut the fat” so that the financial margins gained could be
redirected at increasing salaries for current faculty and generating growth in new and popular
program areas. The provost described the process as “a shifting of resources,” noting that “the
intention of the college… was not to have a permanent reduction because we, at the same time,
added programs” and that “overall, we don't have as a plan to have a smaller faculty. We just
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need to have it in the right programs.”
Participants stated that the new program growth has been in professional disciplines
versus in the traditional liberal arts programs that historically formed the foundation of many
small, private colleges. The prioritization process made explicit the economic factors that shape
program reductions and growth and, in turn, influence faculty hiring. According to the provost,
professional disciplines are more popular among prospective students and families and can help
drive enrollment at the institution, so expanding or adding more professional programs is, at least
in part, a response to marketplace demand. “All of these small, liberal arts institutions that
historically have these [liberal arts] programs are having to add professional programs. So, we're
all trying to deal with this culture shift that is happening, and has to happen, for us to thrive,” he
explained.
The cultural shift has had ripple effects on traditional liberal arts hiring at the college as
well. As the dean who oversees the arts and humanities departments explained that he and others
in his school have recently placed a greater emphasis on professional skills, professional
connections, and the ability to teach courses in professional areas of traditional disciplines when
they are hiring faculty lines. It has also meant restructuring positions when a faculty member in a
traditional discipline retires or departs to infuse the new position with more of a professional
orientation. He explained:
We are watching for people who, within the arts and humanities, can support the more
professional programs sides of the arts and humanities… For example, a department
might be pairing with the education department in order to come up with a teaching of
“fill in the blank” major. And so, for example, in the hire that I mentioned, where the new
position is quite different from the old one, that had partly to do with what requirements
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were for teachers in that particular discipline. We needed to have somebody who could
handle the kind of coursework that was needed to prepare people to go out and be
teachers in that discipline at the junior high or high school level. So, that's another trend
that I'm watching—how we're leaning toward the professional programs more than we
have in the past.
These changes have not been without tensions, however. Participants noted that the
growth of professional disciplines has created hiring complications because of compensation
expectations. Hiring faculty to teach in professional disciplines means, at times, competing with
industry, including industry salaries. The provost stated, “That's probably the biggest challenge is
expectations of compensation, particularly for people in professional disciplines . . . . We do not
have a scale that pays faculty differentially by discipline, and, particularly in professional
disciplines, that has complicated things for us.” A dean also mentioned the issue:
We have a very egalitarian pay scale, a step system that we put in place years ago. And
it's increasingly, well, I don't know if it's going to hold up in this new world. In certain
departments or divisions, we might have to go to different pay scales. We can't put
everybody on the same scale because it’s just going to be at the institution's own
detriment.
To combat this economic factor, Midwest recently created a new faculty category called
“professors of practice” to ease some of the difficulties of hiring faculty in professional
disciplines. This category will be explained in more detail in the “Flexibility and Innovation”
section below. However, compensation as an influential factor in faculty hiring was not limited
to professional disciplines. All participants mentioned it as one of the top factors currently
influencing all faculty hiring at the college. They see challenges not only with salaries that may
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not be competitive, but also with benefits packages that have slipped in recent years. According
to one dean, “the health benefits aren't great, and our salaries here are traditionally low.” The
provost added, “the changes to health insurance that most small colleges live with now, that used
to be a luxury feature of higher education, and it's not anymore.”
Separately, each of the three deans named compensation as a factor limiting their ability
to hire high quality candidates, especially people from industry who might be interested in
teaching in higher education. One dean noted it as the singular most challenging factor in hiring
currently. He said, “My only frustration is not being able to offer top dollar because I would
expect top effort . . . . I want to be able to say we pay top dollar, and we expect top results.” The
other two deans expressed that they see the compensation factor as particularly influential at
small, private colleges like theirs. According to one dean, “In private, higher education, Christian
higher education, you're always going to be faced with the challenge of compensation, especially
in some of these professional departments where what can be made or demanded in the private
sector is just . . . it's like ugh, you know?” The other stated directly, “We don’t pay enough
money,” and provided an example of a challenge he has faced when trying to hire, even in the
more traditional, liberal arts disciplines.
It’s a lot easier for someone in an arts and humanities field to say, go into teaching high
school and start earning a comparable amount of money at a much younger age with a lot
less schooling under their belt. So, being able to offer competitive wages, that is tough on
smaller, private institutions. We do our best, and we have to find other ways to make a
position appealing, but I think that's definitely a legitimate challenge that we've got.
We're just competing against other fields that can pay more money.
Importantly, the provost expressed concern that low compensation may be driving faculty
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to pick up more work to supplement their salaries, whether that is by teaching overloads, online
courses, or graduate courses. He is concerned that if the compensation factor continues to grow,
that the pay gaps could lead to even more issues for small, nonelite, private colleges like his. He
stated, “I worry sometimes that the gap between private higher ed and say, maybe public or
premiere private higher ed, will grow to such a point that fulltime faculty jobs won't be fulltime
anymore” in terms of what they pay.
Flexibility and innovation. While the provost at Midwest was direct and clear that there
is currently “no intention to move away from tenure-track faculty,” and that “there is no plan to
move to more” overall hiring of nontenure-track faculty, he did note that the institution has
added more flexibility in faculty contracts in recent years and that some new innovations have
been implemented to aid in faculty hiring.
Because Midwest College, like most other private colleges, has historically relied heavily
on tenured and tenure-track faculty, contractual structures outside of that tradition have been new
to the institutional culture. According to the provost:
There's not traditionally been an idea here that you can have a faculty member who's on a
year-to-year term, somebody who maybe doesn't have a terminal degree but has an
important place at the institution. So, we have a handful of those people now. And I don't
think there's anything wrong with that, for them or for the institution.
The provost added that hiring challenges in some disciplines have resulted in a need to
“get a little creative with some of our contracting” to attract candidates. One example he gave
was “contracts that include summer obligations” that then allow him to pay a higher salary to
secure a strong candidate. He also commented that the institution has recently thought about
even more creative contract arrangements like shared contracts where a faculty member might
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work parttime for Midwest and parttime for another institution, but they have not implemented
any of those kinds of arrangements yet.
By far, the two innovations to faculty contract structures at Midwest College mentioned
most by participants were the recent additions of the “professor of practice” category and the use
of artists in residence, both of which allow the hiring of nontenure-track faculty, who may not
have terminal degrees, on fulltime contracts. The provost described the professor of practice
category as “a nontenured category, but it is designed to be a long-term employment category.”
Although the category was created before his time as the chief academic officer, he believes it is
“an example of us trying to accommodate a marketplace. It is us trying to find a way to pay
people in professional programs what they need to get to come here.”
A dean added that the new category “allows a person to stay involved in their practice,
make a little more money, and it really replaces the scholarship piece of the contract.” Another
explained it as “removing that barrier” of a terminal degree from the hiring process. He described
it as “a track for these special hires, people that can kind of practice, whether it's somebody that
comes in with a lot of IT or computer science, but they don't have their terminal degree.”
Participants also clarified that the new category has allowed them to reflect on some of
the rigidity in their hiring practices, especially around terminal degrees or expected higher
education experience, that might have unintentionally been limiting the kinds of candidates they
considered for faculty jobs. One dean indicated that the new category has made him realize “that
there are other ways by which to come by knowledge and experience, and things that our
students would really benefit from.” The provost noted that the new category, coupled with an
intentional emphasis on diversifying the faculty, has made him and others recognize that “maybe
our idea of what a person should have to fit wasn't full or would put us in a position where we
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might miss a really good candidate.”
The provost and the dean who oversees the fine arts disciplines also described a new
“artists in residence” faculty category that they have experimented with in recent years. The
artist in residence option was initially prompted by the need to fill last-minute vacancies. The
dean detailed how the first two of these kinds of positions have worked.
In both of those cases, the vacancies came up very late in the game in the previous
academic year, so it was late spring right when an announcement was made that someone
was leaving, and that did not give us time to do a full, robust search to get someone in
place for this fall. So, what we've done as a new stop gap is to do an artist in residence
hire. What these have been is someone that is brought in to teach fulltime for one
semester, and then after that, there's no commitment from the institution or from the
individual in terms of keeping that going.
The dean explained that these are initially being used to provide course coverage and a
unique learning experience for students while a search for a permanent hire is ongoing; however,
he envisions possibly using artists in residence for other purposes in the future, like covering
unanticipated or short-term demand in a program without having to commit to adding permanent
faculty lines. He posited, “It may be something that we pull on a little bit more often . . . . The
artist in residence position gives that artist a chance to come in and have a little bit of stability
and a place to do their craft while at the same time not committing us to anything.”
A dean also described an experiment that is “in the early stages” of deciding “how
recruiting can be figured into a faculty member’s load.” He provided the example of the music
program, explaining that it is common at small colleges for students who comprise the members
of campus instrumental and vocal ensembles to be majoring in disciplines other than music.
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“They’re actuarial science and biology and other kinds of majors who just happen to love music
and have been performing and doing music for a long time and have great talent and want to
continue that at the college level,” he said. “So, for them, it's something of an extra to be able to
be part of a choir or a band, and that can be sometimes a valuable recruiting tool.”
That recognition of music participation as a potential recruiting hook has led to an
experiment where administrators are “now looking at ways in which we can use our music
faculty as recruiters” in ways similar to how athletic coaches recruit for their sports’ teams.
While Midwest is piloting some things now, they are still wrestling internally with the questions
of “how we can build recruiting into what they do and have that be part of their load.” One dean
noted that central questions are how to make a load release for recruiting measurable and how to
ensure, especially to others, that a load allocation for recruiting is “worth it.” According to the
dean, the reaction to this experiment across the faculty is “mixed right now,” and he believes that
“the jury is still out” on if this type of load differentiation will become a more common practice.
Another dean also mentioned some “tensions” that have surfaced among the faculty when
new faculty contracts have elements outside of traditional faculty contract structures. He
explained these tensions have often arisen when the topic of remote or partly remote hiring has
come up. “There's a tension with the faculty governance piece and the way I would want to go,
knowing the folks that I have to hire . . . I get it. It's not the same deal. But we need to reflect
where we're at in this day and age.”
He provided an example of a recent attempt to hire a fulltime program director for a
professionally oriented, online graduate program. Initially there was resistance to opening the
position up to possibly be remote. He said, “The way that the VPAA wanted to put it out,
restricted our candidates.” According to the dean, when the possibility for the position to be
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remote was written into the job announcement, the institution was able to attract much more
highly qualified candidates and make a “fantastic” hire. He noted that navigating those tensions
is a balancing act. While he wants to see the institution be open to more flexibility in faculty
contracts, he also realizes that “at the same time, we have to be cognizant that you're not
offending the faculty by saying that being here on campus isn't important. Because it is to build
community.” He stated, “By and large, it's been hard for the normal faculty to buy into
somebody that can be remote parttime. I mean, that's just something we have to get over.”
While the participants all agreed that following the prioritization process a few years ago,
they do not anticipate an institutional shift in the faculty composition away from fulltime, faceto-face, tenured and tenure-track faculty. However, when they were asked to forecast a decade
into the future, they all imagined nontraditional faculty positions as part of the faculty hiring
structure. They anticipated faculty teaching across modalities (some online, some face-to-face),
hiring “more hybridized positions” where faculty teach across disciplines and even academic
divisions, an increase in fully or partially remote work, shared contracts, and perhaps a need to
hire more professors of practice in those nontraditional, nontenured but fulltime and long-term
contract structures.
One dean stated that in ten years he imagines that the institution will “think differently,
and I hope, progressively, about remote work, hybrid work.” Another said that he anticipates
even more letting go of traditional hiring structures. He posited,
I think there is going to have to be a willingness, along the lines of the concession to the
professor practice, that we can't just have tenure track or that we're probably going to
have to have these different pay scales possibly. Some sort of multiple that is reflective
and more competitive with the private sector, just to even be attractive.
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Conclusion: Case 1. The four Midwest College academic administrators interviewed for
this study communicated consensus around six factors that are influencing, and in some cases,
posing challenges to, faculty hiring at their institution. The traditional private college identity of
institutions being student-centered and teaching-focused was a strong factor in how
administrators at Midwest approached hiring and viewed the ideal overall faculty composition. A
second theme, the role of mission, and in particular the religious mission, was a unanimous
factor in framing hiring processes and decisions.
Third, Midwest has recently and intentionally increased the role of academic deans in the
faculty hiring process, which has allowed for more embedding of an institutional perspective and
an increased awareness of institutional priorities while hiring new faculty. Fourth, hiring
challenges, such as the college’s rural location and candidate pools that are smaller and less
diverse than desired, are also factoring strongly into faculty hiring at Midwest. Additionally,
economic factors including overall budgets and especially compensation challenges were also
unanimously seen as factors influencing the ability to attract, recruit, and hire high quality
faculty, especially in the growing professional disciplines. Finally, whether viewed as welcome
progressiveness or necessary concessions, flexibility and innovation in faculty contracts have
become influential hiring factors at Midwest College.
The four administrators communicated a clear consensus that even amid challenges, new
directions, and nontraditional experiments with faculty contracts, faculty hiring is essential to
institutional success, especially at a small, private college. In various ways, administrators
communicated that faculty are vital to institutional effectiveness, central to the educational
purpose, and at the core of institutional success. Therefore, they all expressed taking faculty
hiring very seriously and seeing it as incredibly important.
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According to one dean, “One of the things I've come to appreciate is how important
hiring is. You might as well hire right at the beginning. You save yourself a lot of problems
down the road . . . if you hire well. Hiring is so important.” Another dean used a coaching
metaphor to describe how he approaches hiring the best faculty who can do the best job for the
students in his division. “It just goes back to my coaching days and trying to figure out the best
batting order, or my starting five, and how those mix, and how I get them to be better than they
ever thought they could be.” He added, “I get excited about hiring and bringing the best people
in so I can say, or I don't have to say it even because the results are there, ‘Yeah, that person
teaches for us, or we hired this person.’”
The provost described the unique importance of the faculty to the life of a small, private
college, and noted that he has some concerns about how current trends might threaten the
essential connection of faculty to the institution. He explained that as the faculty “lane gets
narrower” and becomes increasingly just about teaching their classes, or perhaps even evolves
into teaching many classes at multiple institutions, “there's a disconnection, or risk at least of
disconnection, from faculty with the life of the college outside of the classroom.” He worries that
it may create a culture on private college campuses of “the professor cares about you in class, but
you might not see that professor at a sporting event, or you might not have that professor
wandering on the campus in the evening walking with their family. That's the part that I worry
about for small privates.”
Case 2: Iowa University
Iowa University (a pseudonym) is a private, nonprofit, Catholic university located in
Iowa. Fall 2021 enrollment at the institution was approximately 2,900 total students with
approximately 1,200 of those students on the residential campus (Iowa College Aid, 2021). The

102

college has seen slight decreases in overall enrollment over the last five years in both residential
and nonresidential operations according to data from Iowa College Aid (2017, 2019, & 2021).
According to an analysis of IPEDS data, while Iowa University has experienced a decrease in
overall faculty size (see Appendix F), and in both parttime and fulltime categories since 2012
(see Appendices B and D), it has had a slight increase in tenured faculty (see Appendix A).
Additionally, the university has experienced a lower-than-average percent decrease in tenuretrack faculty when compared to Iowa private college CIC member counterparts over the same
years. IPEDS data also revealed that the university has had higher than average percent
reductions in nontenure track faculty when compared to Iowa private college CIC member
counterparts from 2012-2022 (see Appendix G). The institution offers degree programs at the
bachelors, masters, and doctoral levels. While most degree programs are residential, several are
also or exclusively offered in an online format.
Discussion of the sample. Study participants from Iowa University were all upper-level
academic administrators and were selected based on their involvement in faculty hiring
processes. As in Case 1, the participants included two levels of administrators—the provost and
college deans. The provost helped identify the deans as relevant participants, and the deans were
contacted separately via email by the researcher and invited to participate in the study. All three
of the institution’s deans agreed to be participants. Each participant was interviewed using Zoom
during March 2022. Interviews lasted approximately 50-60 minutes. To protect participant
identities, only administrative titles have been utilized.
Case study themes. Transcripts from the four interviews with Iowa University academic
administrators were coded using MAXQDA. Through this coding, several salient themes
emerged. As with Case 1, ten parent codes were used in MAXQDA. Each parent code
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umbrellaed several subcodes. Subcodes unique to Case 2 were added in several areas. As with
Case 1, the first round of coding focused on structural coding and open coding to verify codes
that both aligned with the study’s research questions and to refine previous codes and add new
codes that emerged from the participants’ responses. In the second and subsequent rounds of
coding, code groupings were verified, some were combined, and hierarchies (parent codes and
subcodes) were expanded to include emergent themes unique to Case 2, as well as to maintain
alignment with the previous literature and the conceptual frameworks.
Parent codes with 18 or more quotes attributed to them surfaced as primary themes, and
subcodes with 12 or more quotes assisted in refinement of the themes. Five primary themes
emerged from the analysis as influential factors shaping faculty hiring at Iowa University. Those
themes were (a) mission and purpose, (b) competition and recruitment, (c) diversity goals, (d)
institutional perspective, and (e) less tenure and more flexibility. A summary of the themes is
provided in Table 3.
Four of the five themes had a coding frequency of 100% with all four interview
participants stating them as important factors in faculty hiring. One code had a frequency of 75%
with three of four administrators indicating it as a factor. Each of the five themes is discussed in
detail below.
Table 3
Themes: Factors in Faculty Hiring at Iowa University
Primary Themes
Mission and Purpose
Competition and Recruitment
Diversity Goals
Institutional Perspective
Less Tenure and More Flexibility

Frequency
3
4
4
4
4
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Percent
75%
100%
100%
100%
100%

Mission and purpose. The three academic administrators who participated in the study
who had longest tenures at Iowa University—a combined 75 years of experience with the
shortest term served at 13 years—all emphasized the university’s mission and the unique
purposes of private, nonprofit higher education as key factors that influenced their faculty hiring
processes and decisions. At times, institutional mission and private college mission emerged as
separate factors, and in other instances, the two were conflated. Some administrators viewed the
student-centered characteristics of private higher education as intertwined with Iowa University’s
mission and values.
According to the provost, alignment with the mission of the university, its core values,
and the distinctiveness of private higher education are foremost in his mind when he considers
faculty candidates. “Ensuring that you're hiring people who understand the mission of the
university, whether that is a faith-based institution or not, is really critical,” he said. He explained
that both he and the president are seeking faculty “who want to be engaged with our mission”
and “want to truly support that.” One of the deans explained that the institution’s hiring process
includes significant time investments from many people, including multiple administrators—the
dean, provost, and president. Not only does this signal how important hiring faculty is to the
university, as she put it, “personnel are a very key resource,” but it also reveals how important it
is for the institution to “evaluate for mission fit” as it hires so that the purposes and values of the
university are upheld and furthered by faculty. As the dean noted, “We want individuals who are
going to come and stay, come and be happy, and not come and find out that they can't get behind
the core values of the university.”
A second dean added that knowledge about the university’s mission and identity as a
small, private college is something he looks for in faculty candidates. “I try to get a sense that
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applicants have an idea of who we are as an institution,” he said. “It doesn't mean that they need
to know us intimately. That's impossible. I don't expect that of any candidate. But you can tell
when applicants have done their homework.” For this dean and for other administrators in the
study, this included an understanding that private, nonprofit colleges put teaching and student
engagement first, and that student development fostered through mentorship and advising from
involved faculty are hallmarks of the private, nonprofit experience. The provost explained his
view on the distinctiveness of small, private colleges. He said:
I'd like to think private universities’ missions are fundamentally different in some way
than what you see at the larger public universities or sometimes even the larger private
universities for that matter . . . . The way I phrase it to potential faculty is that you
probably have seen at some of the larger institutions that the faculty there saw teaching as
the liability that goes along with a research-focused position. Whereas my orientation at
[Iowa University] is that the ability to engage in scholarship is the benefit of having a
teaching-focused position.
Three of the administrators emphasized that a focus on students and student engagement is a top
factor when they consider faculty candidates. While they value scholarship and research at Iowa
University, especially research that also involves students, the three administrators all agreed that
a faculty member singularly focused on an ambitious research agenda would face challenges.
One dean referred to this as “work balancing,” noting that prospective faculty need to be made
aware of the primacy of teaching, especially when it comes to tenure and promotion. He
explained that when “we're talking about courses and research, we'll sometimes have applicants
who have a really robust research agenda. That is just not possible at a place like this.”
The deans provided examples of a recent candidates for a faculty position who were
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coming from research universities, fresh from Ph.D. programs, and who had not taken the time to
understand the type of institution to which they were applying. One dean described a recent
candidate for an engineering faculty position who wanted to spend most of the interview
discussing financing for startups and venture funding for research. “I mentioned that we don't
even have moving funds, let alone startup research budgets,” the dean explained.
Another example was from a recent search for a biology faculty line. The dean described
the mismatch between a candidate who valued research over student engagement and Iowa
University’s institutional infrastructure and priorities. He said, “Someone in our biology pool
wanted to do craniotomy, like facial reconstruction. We have to be honest with applicants like
that about what our facilities are.” He added that an important factor in hiring is assuring that the
candidate’s values align with the institution’s values and mission.
According to the provost, one of the roles of administrators in the hiring process is to “let
people know that we have affirmed that the three roles of faculty at [Iowa University] are
teacher, servant, and scholar. And that most faculty put those in that order.” None of the
administrators interviewed in the study disparaged faculty research or diminished the importance
of professional scholarship. They noted that many of the university’s faculty members are
actively engaged in original research and are publishing regularly, but they are also successful
educators in the classroom. As the provost noted:
I point out that you could publish multiple times a year in a tier-one journal. We have
some faculty that do that. You could provide extraordinary service to the institution. We
have lots of faculty that do that, but if you're not effective in the classroom, then you are
going to have challenges at [Iowa University] . . . . We, first of all, put the learning role
front and center.
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One of the deans echoed this sentiment, drawing a connection between the purposes of small,
private higher education writ large and the mission and values of Iowa University in particular.
She explained that at “private nonprofit schools, our students’ experiences with faculty, their
access to faculty, their ability to have meaningful developmental conversations” are all
fundamental to their educational journey, and that those kinds of experiences are expected when
a student enrolls at schools in the private, nonprofit sector.
The dean explained that the unique purposes of private higher education cause her to
focus on “certain characteristics” when hiring faculty. She looks for “faculty who are going to be
student-centered and approach their job in working with students with great care.” She
emphasized that the requirements for tenure and for promotion for both faculty who are tenuretrack and for promotion for those who are nontenure track, place emphasis not only on “what
you do in the classroom with the students, but also how you're available to them, how you advise
them” outside of the classroom. She stated, “You may be the best researcher in the world, but if
you're not student-approachable and student-centered, you're not going to get tenured.”
One dean was a thematic outlier. While she acknowledged that the university is “studentfocused” and has small class sizes and student-to-faculty ratios, she questioned if focusing so
much on teaching allowed them to hire the best faculty. In noting her priorities for hiring faculty,
she put expertise, credentials, and research above teaching, which she said is “the last, like the
fourth, factor for me.” While she agreed that teaching was important, it was not necessarily the
most important factor for her. “Our main activity here is teaching. Although I think that when
you do research, you become a better professor, so I do value scholarship and research and
publication as well. When I see a candidate who is only teaching, then I'm concerned.”
A fellow dean hinted at a similar concern, wondering out loud if privileging teaching, and
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especially previous teaching experience, might affect which faculty job candidates do or do not
advance in hiring pools. He noted:
I'd say at an institution like ours, it does probably give an advantage to people who've had
experience teaching. I often wonder about how that can influence others. That gives
advantages to some candidates over others that may not be entirely fair. Those candidates
may eventually become excellent instructors themselves.
He went on to explain that because of the teaching focus of the institution and of private colleges
in general, a candidate coming directly out of graduate school whose “first class would be the
class they teach for us” may feel like a riskier hire because “we’re not leaning on research so
much that it can prop them up.”
Another aspect of the institutional mission mentioned by three of the four deans was its
religious affiliation. Iowa University is a Catholic university, and all three administrators noted
the importance of understanding and being willing to further that mission as a key factor in
hiring faculty. The provost and one dean clarified that furthering the mission does not mean that
all those who attend or are employed at the university need to be “card carrying Catholics.”
Rather, it means, as one dean explained, a commitment to “the Catholic intellectual tradition.”
He explained that this “doesn't mean that they're [students] getting Catholic scripture per se, but
part of our core is theology and philosophy.” The provost described the expectation of furthering
“catholicity” as centered in humanity and service. According to him, “that doesn't mean being a
Catholic. It really talks about respecting the human dignity of all human beings.” A second dean
noted that “in Catholic higher education, there's a strong commitment to service. So, if they're
coming and thinking they're going to lock themselves in a laboratory and do research and not
talk with anyone, that is not a good fit” with the institutional mission.
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The provost emphasized mission alignment as a primary factor when hiring faculty,
mentioning it multiple times during his interview and stating, “For me, it is a critical piece.” He
has structured his common interview questions for all faculty candidates to engage in a
conversation about Iowa University’s mission, using it as an opportunity to both gauge how well
the candidate understands the mission and to educate them about the mission. He explained that
soon after he became provost, he discovered that the list of questions for faculty interviews that
he inherited from his predecessor, would “engage people in really interesting conversations
about themselves” but “had nothing to do with a potential role as a faculty member.” He said that
discovery “forced me to focus very clearly on the questions that I asked potential candidates.”
He stopped asking questions about disciplinary expertise, which he now sees as the
purview and territory of the departments. He uses his time with candidates to “focus on mission,”
asking every faculty candidate the same first question: “Why does this position make sense for
you at this point in your professional career?” He sees the question as an “opening to them to talk
about the mission of [Iowa University], and why they were attracted to us because of that
mission.” If they do not bring it up, he does, giving them “my elevator speech of what it means
to be a Catholic University.” He uses the time with faculty candidates to answer questions, dispel
myths, and let candidates know that “you don't have to be a card carrying or any kind of Catholic
to be successful” and that “we have people from all faith traditions here, but you do have to
support our mission as a Catholic University.”
The provost noted that he has his interview questions down to three of four now, all
focused on mission. Another aspect of mission he explores with all faculty candidates is the
importance of student engagement and teaching. He asks them to “imagine yourself in front of a
group of first-semester, 100-level students, a 10:00 a.m. class.” He describes the variety in the 30
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hypothetical students he wants them to picture in the room—from the eager ones in the front
row, all the way to “the student who sits in the back … has their ball cap pulled down. You don’t
know whether they’re asleep or awake, let alone if they’re learning something.” Then he asks,
“How do you create a learning environment that's likely to engage multiple learning styles,
different abilities, different motivations for being in the class, so they all have a better chance of
learning?”
He says he’s looking for evidence of how faculty candidates would “engage them
[students] in the classroom beyond lecture” as well as what they are “doing to engage them
outside the classroom. So how do you get that student who's struggling to really take advantage
of you as a faculty member?” He wants to get a sense of how candidates “work with individual
students” to build relationships that lead to greater student success, “so that they know who you
are, and more importantly, that you know their names as well.” To him, that is the kind of place
Iowa University is and he wants to hire faculty who can further that purpose.
We're seeking faculty at the institution that want to be engaged with our mission, and
they want to truly support that. That's why they want to come to an institution like ours.
It’s not just a job for them that they stumbled into.
He emphasized that it’s “really critical that people have an alignment” with the mission and
values of the college. He has been at the institution for several decades and said candidates often
ask him, “Well, why are you still there?” He said that for a while he found it difficult to answer
that question and define why he has stayed. But now, he said, that as trite as it may sound, “it
really is about the people who are devoted to the mission of the university.”
Competition and recruitment. Interview participants at Iowa University also cited
external factors that are currently impacting faculty hiring at the institution. The most often
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mentioned factor was candidate pools, both the competition to get a high-quality pool for faculty
positions and the need to adopt a recruiting mindset to build stronger pools and hire the best
candidates.
All four administrators mentioned candidate pools in their interviews. Three of the four
remarked on what they perceive as a shift in pool sizes in recent years, noting that open faculty
positions seem to be attracting fewer and fewer qualified candidates. One dean described
candidate pools as “significantly smaller than ever before.” He explained that while there were
hiring freezes at Iowa University during the height of the COVID-19 pandemic, those have been
lifted, and he has several faculty positions to fill this year. “I've got permission to hire all over
the place, and we just can't get people to apply. That is the biggest challenge,” he said.
The provost also listed shrinking candidate pools as a factor affecting faculty hiring. He
suspected shifts in the labor market and ongoing effects of the pandemic may be two reasons for
the recent decline. He remarked that he is “really concerned about how the market is playing out
right now.” He is worried that there may be an overall decrease in the number of doctoral
students in the pipeline, and that Ph.D. students in particular fields may have had their doctoral
process hindered by COVID-19 shutdowns. He explained:
Some of the applicant pool has been delayed in completing the research necessary to
make progress on their degrees. If you're in a laboratory-based discipline, and your
laboratory is locked down for a year or 18 months, it's kind of hard to do your research.
Or, if you have to travel for your research, it's hard to do due to COVID.
Both he and one of the deans remarked that even for what would be considered popular, tenuretrack jobs, the applicant pools remain small. They both described a recent tenure-track faculty
opening in biology that was proving challenging. The provost said that when they first posted the
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position in the fall, “we maybe got six applicants when we typically would have gotten 30 to 40
applicants. Of the six, maybe one was qualified.” The dean agreed that “in the past, we would
have had dozens of applicants, and we had three that we would consider viable. And that was
now [in the spring]. In the fall, we had one, so the ad was out at the perfect time for grad
students, and I have no idea.”
The dean went on to describe current open faculty positions at the university in
psychology and communication that have three or fewer applicants. The dean who oversees the
health sciences programs said that building applicant pools has always been a challenge in her
area because of competition from the healthcare industry, but she has seen competition increase
and the pool sizes decrease even more in recent years. She noted that while Iowa University has
had programs in these professional healthcare areas for decades, many other schools in the area
are adding them. According to her, “the competition is growing because so many programs are
being developed and established because schools are seeing these as an essential attraction point
for students and a way to help their tuition revenue and to help expand their mission.”
She observed that competition for candidates in professional fields is especially high for
tenure-track lines that require a terminal degree. She explained that it is challenging to find large
numbers of people, in the health sciences for example, who after spending seven or eight years in
professional school to get into the field and practice, who then want to spend even more years
getting a doctoral degree to teach and be tenured. She also feels that some qualified candidates in
the field enjoy treating patients, which is often the reason they entered healthcare to begin with,
and they are hesitant to leave that behind to teach. Finally, the difference in salaries in the
healthcare industry versus the higher education industry can often be quite large and would mean
taking a pay cut to teach at the university. She summarized what she has observed, noting that
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“all of those things, the competition, the idea that you really like to treat patients . . . am I willing
to gain the additional academic credentials to get tenured? Those are all factors that affect the
size of the applicant pool.”
Another dean and the provost also questioned if salary competition may be affecting
applications as well. However, the provost felt that salary could not be the only factor because
many candidates do not even get to the point of negotiating salaries. He added that while Iowa
University is not the highest in salaries when compared to their benchmark group, they do
“pretty well,” landing in the upper third or upper quartile, according to the provost. He added
that “our president talks to other private college presidents in Iowa, and their challenge is much
like ours. It can't be just salary because they're not even getting to the point where they can talk
salary.”
The dean echoed that sentiment saying, “I’m not even getting to the point of people
saying it’s not enough money,” but he also wondered if this might be the beginning of a labor
market shift in higher education. He posited that “maybe it's a combination of factors where
more people have a general idea of what they would make at a place like this and so they are
looking at other options.” The provost commented that “the market looks quite different today
than it did even three years ago” and that he was not certain when, or if, it would rebound.
The three deans who were interviewed all mentioned that the challenges with candidate
pools have made recruiting a larger factor in their hiring process. While two deans focused
mainly on having a recruiting mindset and approach when finalists for faculty positions made it
to the campus interview phase, one dean described her role as helping to build the initial
applicant pools through active recruiting. She devotes time and energy to reaching out to
potential candidates, networking, and sharing the position description widely to help build bigger
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and more diverse candidate pools for the positions in her college. She admitted that “getting that
pool of candidates is difficult,” but she also felt that “if you put a lot of effort into it, you can
attract a large pool.”
The other two deans mentioned recruiting as part of “sealing the deal” with finalist
candidates once departmental search committees have narrowed the pools. One dean described
her role with on-campus finalists as “always trying to put that best experience together for a
candidate.” She said that “part of my job is to help the candidate want to come here, so I feel like
I’m in a bit of a recruiting mode.” She explained that she does this by striving to help candidates
understand the college, the department, and the group of colleagues they would be joining, and
she tries to “hook them with something they’d be excited about.” She provided two examples.
You read somebody’s experiences, and if you can tell that somehow a global perspective
or international education has been a key, I'm going to make sure I spend time on that. If
they seem to be fired up about scholarship . . . then I talk a lot about how we are
supporting faculty in their roles as scholars in an institution where you might think
teaching is the most important. Service is also important. So how we're funding internal
projects to help position folks for external funding, how we're giving faculty
opportunities to present their work to peers in practice before they go off to a national
meeting.
She explained that she reviews candidate materials (letters of application, vitae, and letters of
recommendation) carefully and looks for the things that seem to matter to candidates
professionally, then she focuses her interview conversation on those topics “to try to help get
those best candidates.” She added, “I often tell the candidates at the start that I'm not going to be
your hard interview.” Instead, she sees her primary role as “to help them come away with a true
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read on who we are, and to try to get a true read on who they were,” and to help “make that
match.”
The third dean noted that he really enjoys that his administrative role has allowed him to
engage in the hiring process when the best candidates from the pool have already been selected.
To him, “that process flips from us seeing if we want them, to hoping that they want us.” He
described his role as dean as being more in a recruiting mindset and “trying to make us look
good, talking about the things that I love about working here.”
One dean revealed that even with an increased emphasis on recruiting as a factor in the
faculty hiring process, she worries about hiring the people who can make the most difference for
the students and best serve their learning needs. She said, “The challenge . . . is really making
sure that the departments and the programs have the faculty who are going to provide the
students with the best experience and that we're going to help prepare our students to be
successful.” When pools are shallow, there can sometimes be “a steep learning curve in terms of
adjusting” for a new faculty member. She explained that faculty new to college teaching “often
think higher ed is going to be an easier workplace and then realize that you do put in a lot of time
and energy.” She worries that with fewer candidates to choose from, there may be fewer who
understand and value that part of what it means to work in higher education. “You want to make
sure it's a good match, and you want to make sure you're hitting areas of expertise that are that
are necessary for the program to be successful,” she said.
Diversity goals. All four administrators identified the strategic goal of increasing faculty
diversity as a factor influencing hiring. Several explained that one of the objectives in the
university’s current strategic plan is to raise diversity across the institution, both in the student
body and the faculty and staff. The provost stated, “We've done very well on our goal for
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students, which was to reflect the regional population, which is about 25% people of color . . .
We've achieved that, but we've got quite a way to go in terms of faculty.” He said that the
university has made “some progress, but it's pretty limited.” However, the provost clarified that
the work has been intentional and that it continues. He shared that “before the COVID era, my
team and I actually spent a great deal of time developing a logic model to enhance diversity on
our campus.” He added that there have been several changes to the hiring process designed to
emphasize and increase candidate diversity.
According to the provost, academic affairs leadership partnered with human resources
and the diversity office on campus to revise the faculty hiring process by “inserting critical steps
in it to ensure that we're likely to enhance the diversity in our applicant pools.” The goal was to
make it “more likely to get people applying and also getting to the finalist stage that bring
additional diversity to the campus.” The faculty hiring process also now includes “mandatory
education for search committees” and greater accountability for intentionally including diversity
strategies into the hiring process. The provost explained that search committees now must “be
the checking off the boxes about how are we seeking diverse populations in the applicant pool.”
One of the deans also mentioned the recent changes to the hiring process aimed at
increasing diversity and concurred that the effort has been led through the collaboration of
multiple offices. She noted that the hiring “protocol has been updated to include making sure that
we're doing the kind of outreach that we want to do to cast the net widely for diversity, equity,
and inclusion.” She shared that has included expanding places where they post faculty position
announcements as well as adding “strategies to strengthen the diversity of pools.”
Another dean noted that Iowa University recently became a member institution with the
Higher Education Recruitment Consortium (HERC). According to its website, HERC is “a non-
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profit consortium . . . committed to diversifying the pipeline of faculty, staff, and executives in
academia.” The organization aids in “recruiting and retaining outstanding and diverse
employees.” According to the dean, the goal of “diversifying our applicant pools” is clear and
shared across the institution. However, he does not feel that HERC has been particularly helpful
in aiding them in achieving that goal so far. He said his understanding was that it would create a
situation where “candidates could use this to put themselves out there, and then we could reach
out to candidates and say, ‘Hey, we encourage you to apply.’” He said that, unfortunately, “the
way the program worked was kind of wonky” and the university “didn't have much luck on it” in
terms of increasing candidate diversity.
Two of the administrators felt that both the COVID-19 pandemic and the recent concern
over very small candidate pools temporarily disrupted their intentional diversity work. The
provost noted that “before the COVID era” a great deal of energy and effort was being focused
on diversity in hiring as a strategic priority. One dean directly stated that “we’ve got a pool
problem that’s bigger than diversity.” They all, however, agreed that diversifying the faculty
must remain a key goal. According to the provost, “That’s been an important piece for us, and
we’ve accomplished some things, but we have so far to go.” One dean added that diversity “still
should be the goal” and that “it’s a goal we’re trying to reach,” but there is “still work that needs
to be done.”
According to one dean, the university also faces an “internal challenge” in diversifying
the faculty. She stated, “Even if we have a great pool of candidates, our internal culture might
not be open.” She felt that internal biases may be getting in the way of increasing faculty
diversity. “We all have biases,” she said. “But are we aware or not? Usually, I see candidates
[finalists], and, to me, sometimes they’re very similar to what we already have.” She explained
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that she has sometimes asked questions of hiring committees to get them thinking more
consciously about possible biases. She said:
I say, “Well, what about this other candidate?” Then, they will come back saying, “Well,
no, no, no. He seems like he’s going to be trouble.” I say, “How is that?” So, that notion
that we want people that are similar to us, that maybe come from the same programs, or
that understand the Midwest, that understand Iowa, or something like that. It's just
something that I see here often.
She hopes that the intentional emphasis to diversify the faculty that is coming from the
university’s strategic plan will continue to create greater openness among faculty search
committee members.
She is also hopeful that a broad view of diversity will be embraced. While race, ethnicity,
and gender are important markers of diversity, she also views “diversity in terms of what you
studied, where, and what type of mentors you had.” The provost echoed that broader definition,
stating that diversity should include “not only potential diversity in terms of ethnic and racial
backgrounds, but also in terms of thinking about the world and views about the world.”
The dean also hopes diversity will include a willingness to consider credentials that may
not fit the traditional expectations. She shared that currently if “people apply from different
disciplines, but also from out of state, or from different types of programs,” then the response
tends to be skepticism. The common reaction she has heard is “Oh, I don't know if this is going
to be a good professor here.” She also worries that the concept of “fit,” which will be discussed
in greater detail in Chapter 5, may be limiting diversity intentions. She shared that search
committee members emphasize “that notion of fit” and that “they think about that a lot.”
However, she also stated, “This is not a club. To me, the more diverse, the better, and the more
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interesting too.”
Institutional perspective. Participants named a variety of internal and external
considerations that have made infusing an institutional perspective into faculty hiring an
important factor. While their comments included matters such as mission fit and diversity goals,
which have been discussed in the two previous sections, they also involved economic and
budgetary factors, attention to the overall faculty composition, adherence to hiring protocols, as
well as deploying forward and interdisciplinary thinking. As one dean noted, the role of the
administrator in the faculty hiring process is to monitor “the big picture” and protect the
institution’s wellbeing.
One dean noted that because search committees are comprised only of faculty members,
and most of the members tend to be faculty from a single department, they often have a narrow
view. She explained that “they only think about their department, and they lose sight of the big
picture." However, she also added, that limitation is somewhat “by design,” so it is incumbent
upon others to bring an institutional perspective to the process to provide balance. All four
administrators noted that the institutional perspective is infused in the hiring process from the
beginning because every faculty position, whether a replacement or a new line, requires
institutional approval. As one dean said, the hiring process “starts with the budget and the
approval of the position itself.” Another added that “a very fundamental question is always, ‘Do
we need to fill the position?’” The third dean remarked that in recent years decisions about
whether to rehire vacated position are often framed by institutional economics. As he noted,
“typically, in the end, it’s a budgetary thing.”
According to the participants, the institution has used data more in recent years in
determining hiring decisions. The types of data they listed included “how a department is doing
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financially,” “what kind of direct margin is the program financially contributing,” “enrollment
trends,” “revenue allocation,” “how is the program staffed compared to others,” “average class
sizes,” “FTEs” (fulltime equivalents), recent first-year class sizes in the program, contributions
to general education, and current and future market demand. One dean commented that the use
of data as part of the institutional lens has increased during his time as an administrator and so
has the careful deliberation over replacing someone who is departing. “We do that much more
than we did in the past. We have access to more information,” he said. “I have to do a statement
of need to say do we need this position in the way we had it before.”
According to the deans, the type of position they submit for approval may or may not be
what they are ultimately allowed to hire. As one dean explained, “I might try to get approval for
a tenure track line. I may get approval to hire but maybe not in that type of position.” Another
dean noted that keeping a watchful eye on the distribution of faculty across position types has
become increasingly important, and that a maintaining a broad perspective about the faculty
composition both within one’s college as well as across the university matters. She provided an
example from her own college where almost all faculty are currently tenured or on the tenure
track. She said, “We will have to move away from it [tenure-track hiring] only because almost all
of them are tenured now. I can only imagine that moving forward, and with the position we're
opening now, it will be a non-tenured.”
Another dean shared a recent example of seeking approval for a replacement for a retiring
faculty member. “I tried to get a tenure track replacement,” he said. “I was given approval to hire
a visiting assistant professor. So, we're getting a line. It's just not a tenure-track line.” Another
dean commented that her role is, in part, to help departments see opportunities to potentially
recraft faculty positions when a replacement need arises. She described engaging department
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faculty in strategic conversations about the current composition of their faculty, needs of the
program, enrollment trends, goals for the future, etc. She encourages them to let those ideas
guide the type of position they hire versus merely replicating the person who is departing. She
provided examples of this type of interaction where she has been able to bring the institutional
perspective to bear on hiring discussions.
Her first example involved a tenured full professor who is moving into an administrative
role next year, which may or may not be temporary. “We have to think strategically about how
we replace her,” she said. “We can’t replace her with a tenure-line faculty” in case she returns to
teaching. The dean, therefore, led a conversation with the department faculty about “using this
change as a way to take a look at the needs of the program and what kind of personnel are going
to assist us the most.” Ultimately, she thinks the replacement will be visiting line or a lecturer.
Her second example was a department that has two retirements (the institution has
offered retirement incentives in recent years, according to the participants). In that case, the
department chair in consultation with the dean ultimately decided to move some of the duties to
staff position “because one was a full professor who’d taken on additional administrative duties.”
All participants described the increased use of nontenure track, fulltime contracts, and adjunct
faculty to manage faculty composition. More about the creation of new, nontenure-track faculty
categories will be discussed in the “Less Tenure and More Flexibility” section.
Additionally, the participants felt that that the development and administration of
standard hiring protocols and processes required an institutional perspective. One dean stated
that it is important to be sure department chairs who lead searches understand hiring rules and
norms to create consistency and fairness. She said, “I keep an eye on and certainly monitor the
process to make sure we're giving each candidate an equal experience and opportunity.” Another
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dean stated that “the main expectations are that I make sure that the faculty are informed of what
our processes are, especially any of those things that come from human resources.”
All four participants agreed that while the institutional perspective is important, so is the
departmental one, especially related to disciplinary expertise and comfort with the final hire.
According to one dean, that means allowing “departments do the work of vetting the candidates
on their own” and not micromanaging the process. He stated, “I don't see myself as a gatekeeper
per se. I like to empower them. I wouldn't want departments to feel like I was the one saying who
they should hire.” Instead, he felt his role is “preparing them to run a good quality search.” He
noted that “there are a number of checks and balances” in the rest of the faculty hiring process,
such as administrators’ opportunities to “weigh in” as finalists are selected and decisions are
made about the final offer, all of which allow the institutional perspective to be infused.
Another dean agreed that the institutional perspective is an important factor, but it cannot
feel “imposed” or it will cause tension and distrust between administrators (deans) and
department faculty. She said:
I don't want to bring people here and for them [the department faculty] to feel this
candidate was imposed. Then, it just doesn't work long term because the faculty members
will not receive well this new faculty member. That's why I think it's important for us to
respect that process, but also understand that we're not a rubber stamp. If we feel that this
is not something that is going to be beneficial for the college, then let’s say it because
that's why the dean’s position is in place.
The provost and one dean also expressed the need for someone with an institutional perspective
to watch for what they called “red flags.” For the provost, this type of interference in the hiring
processes is rare (he could only think of one time in his many years in the position when he had
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voiced a concern), and only occurs when candidates are extremely “out of touch with who we are
as an institution.”
The final aspect of the institutional perspective mentioned by Iowa University
administrators was hiring with an eye toward the future and with an interdisciplinary lens. The
two deans who oversee most of the professionally oriented majors at the institution both
emphasized the practice of creatively utilizing faculty hiring to strategically meet multiple
institutional needs. As one noted, this may mean questioning traditional boundaries between
departments and considering options like interdisciplinary or joint appointments, perhaps even
across colleges. One described an increasing need to hire “faculty who bring specific expertise
that is shared.” She mentioned two faculty members in her college who have joint appointments
in two different departments, which allowed for shared costs. The other dean said that sometimes
a departmental “scope is too limited,” and a more institutional one is needed in order to see
opportunities. She described a recent conversation about a faculty line that will be opening in her
college. She asked her department chairs and faculty, “What if we bring someone who can teach
in these two disciplines” instead of just one?
One dean described an even wider interdisciplinary perspective that can factor into
faculty hiring, joint appointments across not just departments within a single academic college,
but joint appointments across two distinct academic colleges. She noted that an institutional
perspective is required to see those kinds of options. “Because some faculty members are not
able to think big or outside the walls of their department, they limit the possibilities,” she said.
She provided two examples, one hypothetical and one a real situation that is currently
being negotiated across two deans. Her hypothetical example was possible connections across
the colleges of business and science. She said, “There are some faculty members in engineering
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that might be able to teach certain courses in our supply change management program, for
example, but because we are divided, and we want to put a label” those may not occur.
Her second example was one that another dean also referenced as it bridged their two
colleges. The institution has teaching needs in the communication department as well as a need
for someone who can teach business communication courses for the College of Business, neither
needs a fulltime line necessarily. As one dean asked, “So, is it a business professor? Is it a
communications professor?” The other noted that the communication department was not in an
enrollment position to hire a new tenure-track assistant professor, but it was also limited in the
number of nontenure-track, fulltime faculty it could have because of faculty handbook rules
(more details on these rules are provide in the “Less Tenure and More Flexibility” section). That
created an opportunity to discuss a possible joint appointment across the two colleges. One of the
deans involved stated, “We're basically looking at hiring one fulltime faculty member with a
partial load dedicated to business [and part to communications]. So, we will work together in
terms of what type of candidates we need.” She noted this as an example of the institutional
perspective influencing faculty hiring in that it allowed thinking outside of “those labels” that
often “limit our options.”
Finally, one dean explained that an institutional perspective allows for more
comprehensive and future thinking when it comes to faculty hiring. “I try to look at the overall
picture,” she said. She finds it important to consider bigger picture aspects such as “what type of
faculty members we already have, the programs we offer, and what are our needs.” She also
keeps the future of the college and the institution in mind, asking questions like, “are we ready to
move forward” with something new now, or will we want to “try a new program in the future,”
and if so, how should that shape how hiring is done now? She explained that questions like those
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require a broader, more institutional perspective that administrators can bring:
Sometimes, more input from the administrators and even certain checkpoints should be
well received and should be part of the process so that we make sure that the college or
even the university brings someone that will work in different scenarios. I am all for
multitasking or thinking ahead. What if we add one program down the line, and things
like that?
Ultimately, she knows that it is important that department faculty who will be colleagues to the
new faculty member support the person who is hired, but she also wants to make sure that the
institutional perspective is considered. She facilitates that through candid conversations with her
department chairs and faculty members, and through the use of what she calls a “hands on”
approach to hiring processes.
Less tenure and more flexibility. According to all four participants at Iowa University,
holding an institutional perspective has also influenced the creation of several new faculty
contract types outside of the traditional tenure-track lines. Each administrator mentioned the
addition of more fulltime, contingent faculty roles and the increase in hiring off the tenure track.
The two administrators who had been at Iowa University the longest both stated that tenure-track
used to be the norm. One said, “almost everybody was hired on the tenure track when I came
here,” and the other mentioned that “it was almost exclusively tenure-track faculty.”
The provost traced the chronology of the emergence of fulltime, nontenure lines. He
recalled that “the first real change in the faculty roles came with clinical faculty, which was
driven by our health sciences program.” According to the provost, “clinical positions are limited
to 50% of classroom teaching. They're supposed to be doing clinical type teaching for the other
50%.” The dean of the college that houses the health sciences was a department chair in the
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college when the clinical positions were create and worked with other department chairs in allied
fields to advocate for the new type of faculty lines “because we were finding it was too
challenging in some of our programs to have faculty doing some of these [clinical] roles, with a
lot of reassigned time.” She mentioned that the clinical positions also helped during a time of
“growing competition” because it allowed them “to hire clinicians without the terminal degree
but with the experience necessary to mentor students in the clinical environment.”
The provost mentioned that in recent years, clinical faculty positions have also been
added in other professional disciplines such as TV and radio production because “they have that
expertise coming from the real world that then they assist students in learning the techniques
outside of the classroom.” A dean added that the clinical faculty in the media department are
“halftime teaching, but halftime they're helping run the radio station or the TV station. We also
have someone in art who is halftime teaching and then takes care of the galleries.”
The university also has fulltime, nontenure visiting faculty lines. The provost explained
that “a person can be in a visiting line up to four years at the institution,” and a dean added that
the four-year term is “kind of a weird rule” in that visiting lines “after four years, the line might
still be there, but, awkwardly, the person can't be unless we're given permission to do a tenuretrack line.”
According to one dean, the constraints of the visiting lines prompted the university to
create another fulltime, nontenure type of position three years ago—lecturers. He explained that
this position is “renewable as well, but there is no limit to it.” In his explanation of the lecturer
position, the provost stated that it can eventually “become a rolling appointment” in that a
lecturer can be promoted to “senior lecturer.” This results in “a longer review cycle” much like
tenured faculty enjoy. He explained that “after a couple of years of solid evaluations, they only
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have to be evaluated every three years in their role.” According to the provost, the lecturer lines
were “driven by our faculty, with a little prodding here and there, but it was faculty committees
that brought it forward.”
One dean called the move to add lecturer lines “a big change.” Another noted that “we
still have a high number of tenure track lines here at [Iowa University], but we also have more of
these lecturer and clinical tracks” in recent years. She added, “I would say we've grown in the
number of people who are not on the tenure track now.” The third dean commented, “I don’t like
the term ‘nontenure.’ I like to see ‘visiting’ or ‘lecturer’ or something different. I don't want to
focus on what's not.”
The provost noted that because faculty in these fulltime contingent lines are often “not
doctorly qualified” that “sometimes the salaries are a little bit less, but the expectations are too”
when it comes to service and scholarship. He explained that “while we encourage service, it's a
different level of expectation. While we encourage scholarship to stay relevant, much of theirs is
more application.” The administrators drew some of these clear distinctions in some aspects of
the differentiated contracts, but they also articulated commonalities across all contract types,
especially in terms of student engagement and teaching expectations. According to provost, his
approach to the hiring interview for a nontenure line is the same as it is for a tenure-track faculty
position in terms of the questions he asks about “why does this make sense for you and then talk
about the mission of the university and talk about the importance of engagement if you're going
to be successful and happy here.” A dean also emphasized that clinical and lecturer faculty have
similar opportunities for promotion and that “the criteria really do tend to align with the tenure
criteria and categories, but the examples of evidence that are satisfactory might be more applied,
and more clinical in nature.”
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The final nontenure faculty category mentioned by participants at Iowa University was
adjuncts. This was the only non-fulltime contingent faculty type they referenced. One dean
remarked that “we’ve been working to use more adjunct faculty too,” and another said he was
not certain adjunct faculty hiring had increased but that “there has definitely been pressure to do
so.” While the deans and the provost concurred that there is no formal staffing plan that moves
Iowa University away from tenure or explicitly sets goals for hiring off the tenure track, one
dean did mention that “there's goals at getting to 20 to 25ish percent adjunct usage in each
department.”
The participants all agreed that the option to hire in different categories of fulltime,
contingent faculty has created flexibility in several ways. Two participants mentioned that the
new categories have allowed them to make strong faculty hires in areas where terminal degrees
are less common or less relevant than professional experience. The provost stated that “the
reality is that there are certain disciplines where you need expertise that doesn't require a doctoral
degree.” The health sciences dean noted that faculty in the fields she oversees have often already
invested years in education and training at the graduate level to be certified to practice, and
obtaining a Ph.D. is typically not desirable or relevant to the learning they can help provide
students because of their robust practical experience. She said:
I think it provides more flexibility in who we hire, and I also think it's a blend of
expertise that's necessary for some programs . . . a Ph.D. in nursing maybe hasn't been in
the clinic and touched a patient for a decade . . . . But somebody who's been working in
the ICU and has that great experience on the floors is going to be a great clinical mentor
for the students. So, I think both. Both are necessary, and that those are the stronger
faculties when you have that nice blend.

129

Another dean explained that “a lot of our lecturers tend to be people with experience in different
industries, and they may not have terminal degrees.” The provost added that lecturer hires have
been “typically people that would come from the community” who have master’s degrees, “but
may not need to or have an interest in pursuing a doctoral degree.”
The provost explained that while the faculty governance added these new, fulltime
faculty categories, it did not change the qualifications for obtaining tenure, which requires a
terminal degree. The handbook also limits the number of lecturers that can be hired within each
department, a rule that was put in place when the category was legislated three years ago,
according to one dean. He suspects it was an effort to protect “the eroding of tenure lines,” but it
has also created complications in some departments who want to hire more lecturers.
According to the dean, the example mentioned in the “Institutional Perspective” section
about the potential for a shared line between communications and business was, in part, a
reaction to “this 25% rule within the department.” The communication department “wanted to
hire another lecturer, because we have a retirement right now, to get someone else who's got
experience in industry, but because . . . we already have one lecture, we technically can't hire
another one.” The business dean described the situation similarly stating that the conversations
about a joint appointment “actually started because we follow the handbook, which has a limit of
how many nontenure positions you can have.”
Additionally, the four participants all mentioned the need for flexibility in contract types
so that the institution can remain nimble, and ultimately sustainable, in the face of current and
future challenges. They named enrollment fluctuations and shifting market demand as two
challenges that factor into the need for greater flexibility in hiring. According to the provost,
having contingent options has “benefited us well at times.” He said:

130

As the world started to change and became a little more dynamic, we felt like, in
particular areas, we needed to have fulltime faculty, but we were concerned about
committing to a tenure track faculty line until we had a real sense of what the enrollment
patterns were going to look like.
He went on to explain that, in his view, it is also unfair to faculty candidates to hire them on a
tenure line when there is so much uncertainty. “To even ask a potential faculty member to devote
their time to a tenure-track position, with economic uncertainty, that you may not be able to
fulfill on your obligation to that relationship can be a challenge.”
Several of the participants mentioned increased monitoring of the number of tenured
faculty in their departments and colleges and expressed a leeriness about potentially over-hiring
tenure-track lines if that was not best for the department or institution’s nimbleness. One dean
remarked on the high number of tenured faculty currently in her college saying, “Most of the
faculty members here, like more than 90%, are tenured.” She added that “we will have to move
away from it [tenure] only because almost all of them are tenured now.” The provost offered a
recent example of “one of my very healthy departments on campus, one of the largest sets of
undergraduate majors on campus” that has a faculty opening for next year. He said that “after
looking at it and using a lot of data, the data merits another fulltime faculty, but it doesn't merit a
tenure track.” He explained that he reached that decision “because we don't know what's going to
happen over the next couple of years” and that these decisions are increasingly “market driven”
because of “the uncertainty.”
Two deans mentioned the concept of tenure “locking in” the institution to individuals and
potentially decreasing nimbleness and flexibility. For that reason, one of the deans said she
anticipates “continued shifts away from tenure.” She shared that “the challenge with tenure is it

131

locks somebody in. In our case, it's tenure to the institution, not tenure to the department.” She
described a possible situation where if the university had to close a department and “we have
Professor XYZ here, who maybe doesn't have the expertise necessary but that we have to try to
redeploy them somewhere else in helping the institution.”
Similarly, another dean said that the appeal of some of the new, nontenured, fulltime
faculty categories for the administration is that “they’re not locked in.” In the case of
“retrenchment” or if the university has “to make reductions in areas,” he noted that “those
positions are more vulnerable.” He expressed sadness over ever having to eliminate faculty
positions, stating, “It’s never easy to lose a person, but in terms of the bureaucracy of higher ed,
it's easier to move on from those positions than tenured and tenure-track.”
Additionally, the provost commented about the predicted challenges ahead for private
schools in the state and the region in general, noting, “I look at the other 25 privates in the state
of Iowa, and it's going to be a challenge, especially in the Midwest.” He predicted that variety
and flexibility in faculty positions may make weathering those challenges more doable for some
institutions. He said:
In higher ed, we always say that one of the values of employing adjunct or contingent
faculty is that in times of an enrollment boom, you can ramp up, and in times of
enrollment bust, you can decrease the number of contingent faculty that you're using.
That particular role was designed to respond to changing market forces.
While the participants at Iowa University expressed mixed feelings about the move away from
tenure-track hiring, they generally viewed the addition of new types of faculty lines positively.
Most emphasized that the ability to hire professors who are master’s qualified but who lack a
terminal degree can benefit the students and can even enhance the educational experience. One
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dean explained it this way:
I think it's been successful. They allow us to maybe get people without terminal degrees
who are doing an excellent job in the classroom and bring us some experience. I mean,
you could give me a book and have me teach criminal law but having this person who's
got an experience on both sides of the legal profession is just great for our students.
He added that the lecturers in his college “are some of the best we have in terms of in classroom
instruction.”
Another dean said she views “it as a good thing because we have adjunct faculty who
bring practice expertise that complements that of our faculty.” The provost agreed that the
variety of faculty can add to the student learning environment in positive ways. He said, “There's
a lot of people out there with rich real-world experience. They may be master’s qualified.
They're not doctorly qualified, but they have so much to be able to offer students.”
All administrators interviewed predicted that flexibility as a factor in faculty hiring was
likely to increase steadily in the coming years. One dean directly stated, “I think you're going to
see that in higher education in general, continued flexibility.” Others anticipated even more
variety in the types of faculty positions that will exist at the university, partially in response to
external market factors, but also to better serve both faculty and students. One dean forecasted
that while the nine-month contract for tenured professors may remain for some, “different kinds
of contracts” will emerge that may be shorter term or allow a faculty member with particular
expertise to teach a course “and then they come back in 10 months or whatever.” She is
convinced that the millennial workforce will push flexibility even farther. “Professors are going
to be the millennials down the road, so they probably won’t want to be here fulltime,” she said.
“People want to be more flexible.” She further predicted that:
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We will have certain faculty members that will be maybe experts in different areas. They
will come in, do one or two classes, and then go. I think that faculty loads will be more
flexible, and we will have to sort of adapt. We don't need to have every single fulltime
faculty member with the exact same teaching load for the same period of time. I think
those things will change. Hopefully they will change.
She also mentioned the need to be for flexibility to meet the increasingly diverse needs of
students. She said, “Their schedules need to be flexible as well . . . . They want more options.”
She also imagined a need for more flexibility in faculty hiring and contracts to “teach when the
students want to attend” and to “accommodate our structure to support the student needs.”
Another dean echoed the opinion that it will likely take greater flexibility in hiring to
meet student needs. “Students like to work,” he said. He anticipates having to rethink
“everything about the way we schedule to try to make it appealing to students who are trying to
make the most out of this investment.” The third dean also stated that there will be a need for
“even more flexible hires” and for higher education institutions to show that “we're agile or we
respond to needs.” To do that, she feels that “we need faculty who can think differently and
flexibly to meet the program and the university's needs.”
Despite these predictions about flexibility, the deans all felt that Iowa University’s
institutional commitment to tenure would remain. One said, “I think we're still very traditional,
and I can anticipate tenure-track continuing.” Another dean said he has observed his faculty
colleagues displaying signs that they are concerned about “eroding tenure lines.” The most recent
instance was “when the Faculty Assembly approved it [the lecturer category], they wanted to put
a cap on the number of lecturers that could exist” as a way of ensuring the majority of faculty
would remain tenured or tenure-track in each department.
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One dean said that “tenure matters now” for one of the reasons it was created in the first
place, protection of academic freedom. He explained that because of the changing political
climate and increasing public scrutiny about higher education, faculty who teach about certain
topics or in certain disciplines could be more vulnerable. He referenced the recent controversy
about the teaching of Critical Race Theory as an example, noting that until recently, he did not
view tenure as critical. He assumed that if faculty members continued to do a good job, they
would continue to be employed. “I didn’t feel like I was going to lose my job because I taught
about racism. I do now,” he said. “So that protection for tenure is good.”
At the same time, the need to be agile, which has recently meant less tenure and more
flexibility, was also articulated by several participants. The provost felt that all higher education
institutions need to be contemplating how to increase agility. “You can actually get certified and
become an agile organization. I think all institutions of higher ed ought to be looking into that,”
he said. For him, that would mean fundamental changes at the organizational level because “it
really implies a whole different type of leadership and planning.” Regarding how greater agility
would factor into faculty hiring, he said there would be a “need for a much more dynamic
approach to faculty hiring and faculty composition, one that's going to be able to respond more
quickly than we can right now.”
Conclusion: Case 2. The provost and three deans from Iowa University interviewed for
this study communicated consensus around five themes that are affecting faculty hiring. They
indicated that some factors were positive or neutral in the hiring process and others created
tensions or challenges. Alignment with missions, both of the institution itself and its catholicity,
and that of small, private, nonprofit higher education institutions in general was a key influence
as they hire new faculty. All four participants cited shrinking candidate pools and greater
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competition for faculty applicants as factors, and several noted that a recruiting mindset has
become a necessity when hiring faculty. The institution’s goals around strategic initiatives like
diversity also affect how the administrators approached hiring. Finally, as small, private colleges
and higher education in general, experience change and uncertainty around enrollment and
finances, the administrators bring a broad, institutional perspective to the hiring process. That
perspective has included strategic decisions designed to maintain stability and ensure
sustainability of the institution and has resulted in a pivoting away from tenure and toward
greater flexibility through the creation of several new contingent faculty categories.
Iowa University administrators also emphasized that the faculty, and therefore the hiring
of them, remains the most important institutional asset. One participant sees faculty and the
“knowledge, expertise, and credentials” they bring as “critical” to private higher education’s
success. “Faculty is probably the most important resource that we have . . . It’s the faculty who
create the experience, the courses, the curriculum, and the in and out of classroom learning,” she
said. Her colleague declared faculty as “the most important asset of a school or college,” and
argued that “we have to invest time and resources” in the hiring process if “we want to get it
right.”
Finally, they all had experienced challenges in the current hiring climate, and they all
predicted continuous change and rampant unpredictability in faculty hiring and faculty
composition in the coming decade. Some imagined “more hybrid” positions and mixed
modalities both for faculty and for students and anticipated the need to “rethink” almost
everything about academic structure to better serve a diverse student body. Several hoped for
continued flexibility in the ways that hiring gets done and the kinds of hires being made so that
they can best meet the needs of students, faculty candidates, and society and can keep their
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institutions nimble and agile as change continues.
However, among the optimism, there was also an acknowledgement of the struggles both
present and future. Several mentioned the impending enrollment cliff predicted to be acute in the
Midwest. They noted that “retrenchment” and “reductions” are, and may continue to be, a reality
for many private colleges and universities. The provost said that “there’s great uncertainty” and
that “the only predictability in the world is that it's going to be unpredictable.” He also feared for
some of his private college colleagues across the state that “don’t have an appreciable
endowment” and “that may have only survived recently because of COVID stimulus dollars.” He
explained that faculty composition and hiring strategies matter in those situations. “If they are a
heavily tenured institution, their options may be very limited other than to go down the road of
financial exigency,” he said. Amidst his optimism for his own institution, he also predicted
“tragedy” for others. “We’re going to see more schools close their doors, I’m fearful,” he said.
“It’s a tragedy not only for the faculty, but for the students who are caught in that lurch as well.”
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Chapter V: Discussion, Implications, Recommendations, Conclusion
Overview of the Study
The purpose of this dissertation study was to explore the factors influencing academic
administrators’ faculty hiring practices at two small, private, nonprofit, religiously affiliated
higher education institutions in Iowa. An exploratory comparative case study design was used in
this qualitative study. Four upper-level academic administrators were interviewed at each
institution for a total of eight research participants. The provost at both institutions, as well as six
of the seven academic deans across the institutions, shared their perspectives on and experiences
with faculty hiring. Approximately hour-long interviews were conducted via video conferencing
to accommodate scheduling and mitigate health risks during the COVID-19 pandemic. The
interviews were coded and analyzed resulting in multiple key themes for each case, as well as
several themes that reverberated across the cases.
A Model for the Future of the Faculty, designed by Kezar and Maxey (2016), provided
the conceptual framework for the study, influencing research questions, interview questions, and
analytical codes. Kezar and Maxey (2016) organized their model around multiple “resonant
themes” that were significant as they researched the values, characteristics, and practices that
will be important in shaping the professoriate as higher education evolves into the future.
This dissertation study begins to fill an important gap in the higher education research
literature. While significant research has been conducted about the contingent faculty
phenomenon in higher education writ large, especially contingent faculty working conditions and
the potential effects of contingency on teaching and learning, little research has occurred on
administrative decision making in the hiring process. Even less research exists that focuses
specifically on faculty hiring at nonelite, private colleges and universities, a sector that has faced
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significant challenges and has emerged as particularly vulnerable in recent years.
According to research on private colleges in the U.S. by Chingos (2017) for The
Brookings Institution, private institutions enroll 30% of all college students in the country, or
approximately 3.4 million fulltime-equivalent students. In Iowa, the percentage of private college
students is even higher at 44% (Chingos, 2017). Additionally, Iowa’s private colleges serve a
socioeconomically diverse group of students evidenced by the fact that “the percentage of lowincome students at private colleges is more than twice that at public colleges” in the state
(Chingos, 2017, p. 5). The higher education footprint of nonprofit, private institutions in Iowa is
significant, and their future is important, not only to the students they serve but also to the state
overall.
Faculty are often deemed one of the most important, if not the most critical, asset at
higher education institutions. At private colleges, which emphasize the role of faculty as
teachers, mentors, and advisors, faculty members are arguably even more vital to institutional
success. Administrators in this study underscored the importance of faculty and faculty hiring
during their interviews, calling faculty “the single most important asset” and “the most important
resource we have,” noting that “hiring is so important” and that the hiring process should focus
on “bringing in the best people” so that the university can achieve its goals. As nonelite,
enrollment-dependent, private colleges across the country face pressures, both internally and
externally, researching how the faculty model is being impacted is vital, as faculty often have an
outsized effect on the sector’s ability to meet its unique missions.
Academic administrators are the locus of hiring decisions on small college campuses, and
their choices and practices often dictate the composition of the faculty. Kezar and Gehrke (2016)
recognized the fundamental role of academic deans in the hiring process and sought to better

139

understand hiring practices and the factors affecting them through their quantitative research.
Their research framed this study, and this inquiry seeks to extend their work. Kezar and Gehrke
(2016) suggested that “qualitative methods might be able to provide better understanding as to
why decision-making related to faculty composition occurs the way it does,” and they proposed a
case study methodology, like the one deployed in this research, to gain a more in-depth
understanding of “how external pressures, internal values, and strategic organizational processes
interact” (p. 413).
The results of this dissertation study provide further evidence of the competing, and
sometime conflicting, pressures facing private college academic administrators in Iowa, and the
findings illuminate the hiring challenges and opportunities particular the sector. The results
reveal awareness from academic administrators about the need for change and innovation albeit
amidst uncertainty and unpredictability. The study also exposes an opportunity for greater
intentionality, proactivity, and strategy on the part of institutions and administrators, including an
opportunity to craft a faculty model for the future that allows private institutions in the state of
Iowa to not only survive but to thrive.
The collective experiences of eight academic administrators across two institutions
present a consolidated glimpse into the conflicted space of faculty hiring in which many factors
must be weighed as decisions are made that ultimately shape “the single most important asset” of
the institutions. Insight into how factors that influence hiring intersect provides an opportunity to
create awareness and guide future practice.
Iowa’s private higher education institutions need carefully and intentionally designed
faculty models, perhaps based on a Model for the Future of the Faculty (Kezar & Maxey, 2016),
to continue to meet their missions. However, they also need progressive and creative thinking
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about what those models can and should contain, perhaps even thinking that departs from
traditional faculty model characteristics and resists the status quo. The results of this study
establish a starting place for that intentionality, ideally empowering academic administrators to
construct unique and innovative faculty models that can be leveraged to promote sustainability
and future success in the private, nonprofit sector.
Research Questions
The primary research question for the dissertation study was: What factors are
influencing faculty hiring decisions at private, nonprofit higher education institutions in Iowa?
Sub-questions included (a) What role do external pressures, internal values, organizational
strategic processes, or institutional missions play in faculty hiring decisions? (b) To what extent
do administrators utilize information about the potential effects on student success when hiring
contingent faculty? (c) How intentionally are administrators monitoring, shaping, or innovating
the faculty composition at their institutions?
Previous research on administrative decision making in faculty hiring (Kezar & Gehrke,
2016) and the conceptual framework of a Model for the Future of the Faculty (Kezar & Maxey,
2016) influenced the research questions and sub-questions in this dissertation study.
Additionally, previous research that focused on faculty hiring and faculty composition in private,
nonprofit higher education also informed the research framework (Morphew, Ward & WolfWendel, 2016; Morphew, Ward & Wolf-Wendel, 2018). Interview questions aligned with
research questions and with theoretical and conceptual frameworks. The interview questions
sought to explore the impact of external pressures, internal/personal leadership values,
organizational strategic processes, institutional missions, and student success on administrators’
faculty hiring processes, as well as how intentionally the administrators were monitoring, and if
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and/or how proactively they were shaping, faculty composition at their institutions.
Discussion
The individual case results and a cross-case analysis of the data that emerged from this
study produced findings that align with the research questions and provide insights into the
factors most influencing faculty hiring. The findings both connect with previous literature and
have implications for developing administrative hiring practices that support the unique mission
of and clear challenges faced by institutions in the private sector. The study results align with
previous research on administrative decision making in faculty hiring (Kezar & Gehrke, 2016),
conceptual frameworks about faculty models for the future (Kezar & Maxey, 2016), and
theoretical frameworks influencing change management in private, Christian colleges (Hulme, et
al., 2016). In some areas, the findings extend beyond these frameworks and have the potential to
produce new insights into the decision-making influences currently shaping faculty hiring in
small, private higher education.
Contingent hiring trends. The hiring trends across the two institutions, in most ways,
align with both national and Iowa Council of Independent College (CIC) member trends around
contingent hiring over approximately that past decade. The analysis of IPEDS data described in
Chapter 3 for the years 2012, 2016, and 2020 revealed that both Midwest College and Iowa
University followed several average trends across Iowa CIC member institutions. First, the
proportion of contingent faculty increased from 2012 to 2020 at both institutions as well as on
average across Iowa CIC member institutions as shown in Figure 2 (see also Appendix A).
Figure 2
Proportion of Tenure and Tenure-Track Versus Nontenure-Track Faculty
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Note. The chart contents are derived from IPEDS Human Resource component data from the
years 2012, 2016, and 2020. The CIC member averages reflect data calculations from 22 Iowa
CIC member schools in each of the three years. The blue portion of the columns include both
fulltime and parttime tenured and tenure-track faculty, and the orange bars include both fulltime
and parttime faculty headcount that were designated as nontenure track and/or without faculty
status in IPEDS.
Both institutions saw an increase in contingency during the years analyzed, with the most
significant increase occurring between 2016 and 2020, which is depicted in Figure 3 (see also
Appendices D, E, F, G, and H). Midwest College was an outlier in that the overall number of
faculty from 2012-2020 increased, while most other institutions experienced faculty reductions,
as shown in Figure 4 (see also Appendices I and J). However, closer analysis of the data revealed
that during that time period, Midwest College’s new hiring was mostly contingent, which
mimicked national trends (AAUP, 2020; Hurlburt & McGarrah, 2016b). Participants in the study
across both institutions referenced the shift to contingent hiring anecdotally, describing the
creation of new fulltime, nontenure-track faculty categories in recent years and noting the
benefits of hiring contingently during times of uncertainty and unpredictability.
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Figure 3
Contingent (Fulltime and Parttime) Faculty Headcount
300
257
250
193

200
156
150

186

174
123

100

105
50

60

59

2012

2016

0

CIC Member Ave

2020

MW College

Iowa U

Note. The chart contents are derived from IPEDS Human Resource
component data from the years 2012, 2016, and 2020. The CIC
member averages reflect data calculations from 22 Iowa CIC
member schools in each of the three years.
Figure 4
Total Instructional Staff Headcount
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member averages reflect data calculations from 22 Iowa CIC
member schools in each of the three years.
The number of tenured and tenure-track faculty members at both institutions fell slightly
between 2012-2020, a pattern that followed the Iowa CIC member average (see Appendix A).
However, as Figure 5 depicts, Iowa University had an increase of 16 tenured and tenure-track
faculty between 2012 and 2016 before then decreasing by 22 between 2016 and 2020, for an
overall net loss of five across the full timeframe. In contrast, Midwest College experienced a
more significant decrease in tenured and tenure-track faculty between 2012-2016 and then
remained steady from 2016-2020 (Figure 5). These patterns were also reflected in the interviews.
Iowa University participants more frequently discussed a tapering off in tenure-track hiring in
recent years, and Midwest College administrators comments focused more on maintaining a core
majority of tenured and tenure-track faculty as part of its institutional identity.
Figure 5
Tenured and Tenure-Track (Fulltime and Parttime) Faculty Headcount
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Finally, differences emerged between the two participating institutions when IPEDS data
was disaggregated into fulltime and parttime faculty headcounts. Figures 6 and 7 illustrate the
unique situation at Midwest College, noted above, in which the overall number of faculty
members increased over the eight years captured in the data analysis; however, as seen in the
figures, the largest increases were in parttime faculty members as fulltime faculty numbers
remained relatively constant. Between 2012 and 2020, Midwest College increased from 58 to 97
parttime faculty members, or a 67% increase in parttime hires.
Iowa University more closely followed the CIC member trends which included decreases
in overall faculty numbers that, when disaggregated, revealed small decreases in fulltime faculty
and slightly larger decreases in parttime faculty. The average decrease in fulltime faculty across
Iowa CIC members from 2012-2020 was 6%, and for parttime faculty it was 14%. Iowa
University decreased fulltime faculty by just over 8% and parttime by just over 20% during the
same time, so marginally above average. See Appendices E, F, G, and H for further information.
Figure 6
Fulltime Faculty Headcount
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Note. The chart contents are derived from IPEDS Human Resource
component data from the years 2012, 2016, and 2020. The CIC
member averages reflect data calculations from 22 Iowa CIC
member schools in each of the three years.
Figure 7
Parttime Faculty Headcount
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member schools in each of the three years.
The variances in the two institutions’ hiring patterns may be attributed to differences in
enrollment trends for the two schools in the last decade, with Midwest College experiencing
slight enrollment increases in contrast to some enrollment declines at Iowa University. The
practice of hiring contingent to cover enrollment surges was articulated in the interviews with
administrators at both institutions who described using adjunct faculty, visiting faculty, and
lecturer-type faculty to teach in areas of current need but where enrollment uncertainty remained.
This practice aligns with previous national research on contingency (Frye, 2017; Hurlburt &
McGarrah, 2016b; Kezar & Gehrke, 2016; Kezar & Sam, 2010; Morphew, Ward, & Wolf147

Wendel, 2018), as administrators in this study articulated that both parttime and fulltime
contingent hiring can protect institutions from making a long-term commitment, or getting
“locked in” to a tenure-track faculty member and can allow for greater nimbleness and flexibility
if enrollment patterns or economic situations change.
Staffing plans. Deans across both institutions indicated they felt a responsibility to hire
fewer tenure track and more contingent faculty, both fulltime and adjunct. One dean said there
was “pressure” to do so, and others described it as a need to “move away” or “shift away” from
ubiquitous tenure-track hiring of decades past. According to the interviews, administrators,
especially the two provosts, were mindful of staffing ratios and remaining thoughtful about the
proportions of tenure-track and nontenure track faculty on their campuses. However, they did not
indicate any formal data practices or staffing plans currently in place. When asked about short or
long-term staffing plans, both provosts indicated that their institutions did not currently have one.
One directly said that “there is not” one in place, and the other said “yes and no” about a staffing
plan but noted the only formally stated goals were around diversifying the faculty.
The lack of an intentional plan around contingent faculty hiring is perhaps not surprising
given previous research findings. In their survey of nearly 300 deans across higher education
sectors, Kezar and Gehrke (2016) discovered that “roughly two-thirds” of campuses did not have
a staffing plan that they were intentionally using to guide hiring decisions (Kezar & Gehrke,
2016, p. 405). Additionally, higher education experts have posited that the overall shift to a
majority contingent model has emerged more from happenstance and reactive practices than
from an intentionally managed, proactively designed strategy (Kezar & Gehrke, 2016; Kezar &
Maxey, 2016).
The administrators in this study have been bombarded with change in recent years, and
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they all commented on a sense of continued uncertainty, unpredictability, and challenge. These
factors have naturally forced quick decisions around faculty hiring that are often siloed and
situational and have not provided the conditions for strategic crafting of an ideal faculty hiring
model that pairs with their desired student and institutional outcomes. These institutions have
experienced what Kezar and Maxey (2016) found at many other schools, which was that “the
changes in faculty roles that have emerged have been the result of a haphazard response to this
convergence of factors permeating the higher education environment over many years, instead of
being part of a thoughtful and long-term strategic plan” (Kezar & Maxey, 2016, p. 9). One
provost noted that he has “never done the math” on the faculty distribution on his campus but
operates on the idea that tenured faculty remain the majority and important to the institution’s
identity. Additionally, both institutions leave most aspects of adjunct hiring to departments,
which can create a cognitive distance from that data and how it may be reshaping the overall
faculty composition.
Fulltime contingency trends. Results from this study reveal a clear narrative across both
institutions about the positive aspects of contingent faculty lines in terms of student, program,
and institutional success. Administrators communicated positive opinions about the value of
expert adjuncts and clinical faculty with professional experience, as well as the teaching and
mentoring skills that contingent fulltime faculty bring to the student experience. In the findings,
fulltime, contingent hiring was strongly emphasized. Previous research established generally
positive feelings among deans about the use of nontenure-track, fulltime faculty, and that
positivity was, logically, “significantly associated with employing a larger percentage” of them
(Kezar & Gehrke, 2016, p. 408).
Kezar and Maxey (2016) emphasized the need to shift contingent hiring to more fulltime
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and less parttime to restore professionalism to the professoriate. Their assertion followed an era
of “strong reliance on parttime faculty,” a model that had garnered harsh criticism. In 2016,
Kezar and Maxey noted that “welcome efforts are under way to create more full-time positions”
at some institutions, but they predicted that a significant shift from parttime to fulltime
contingency was not likely to occur quickly (p. 111). Additionally, in their research surveying
higher education stakeholders, Kezar and Maxey (2016) discovered “significant agreement
across all groups that we should increase the use of full-time nontenure-track appointments to
reduce the reliance on part-time faculty,” and they viewed this point of agreement as an
opportunity for positive change (Kezar & Maxey, 2016, p. 48-49).
According to findings in this study, that trend is beginning to occur in these small, private
institutions. Interviews in this study provided evidence that these administrators were focused
primarily on hiring contingent, fulltime faculty (as opposed to parttime or adjunct faculty), often
creating new faculty categories to provide positions that have value to both the university and to
the contingent faculty member. This emphasis on fulltime versus parttime contingency could be
seen as a positive innovation in the faculty model as it reflects an intentional shift away from a
parttime model that has often been the target of criticism in terms of negative working conditions
in higher education. The focus across the institutions on deliberately crafting fulltime, contingent
positions of value “could be a good step toward restoring professionalism to the faculty” that
Kezar & Maxey (2016, p. 48-49) advocated for and could provide an initial outline of a new
faculty model for the private college sector.
Leading change. Additionally, the findings of this study around administrative decision
making in the faculty hiring process also support previous researchers’ application of relevant
theories about leadership and change in private, Christian higher education (Hulme, et al., 2016).
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The leadership challenges in small, private, nonprofit higher education, and particularly the
faculty hiring challenges examined in this study, can be situated within the three theories posited
by Hulme, et al. (2016). Their research described how the theories of (a) status quo bias, (b)
scarcity mindset, and (c) competing commitments aid in explaining leadership and decisionmaking behaviors in small, private, Christian colleges.
The findings in this study reveal a conscious awareness by academic administrators of the
complex landscape and challenging uncertainties of the current private higher education
landscape. Across institutions, the academic leaders articulated an understanding of the need for
adaptation and change to navigate the unpredictable terrain. The interviews provided clear
evidence of administrators’ recognition that the faculty model is being reshaped and that hiring
processes are being adapted to increase sustainability and flexibility. An openness to change and
to doing things differently was articulated by most of the participants. However, status quo bias
seems to impact the mindset of some administrators and appeared even more evident in the
administrators’ descriptions of the faculty response to shifts in hiring in recent years.
Overcoming status quo bias. Some concern emerged among participants about what they
categorized as the potential for too much change in the overall faculty model. Several
participants articulated a desire for a balanced approach, maintaining the traditional tenure-track
model and reaffirming tenured and tenure-track faculty as the ideal situation. Some participants
implied that the surge in contingent hiring may be temporary until enrollments in certain
programs and/or across the institution stabilized. Other participants remarked that a core cadre of
tenured and tenure-track faculty more clearly represented the identity and served the purposes of
“who we are” as an institution. Two participants (one at each institution) directly articulated the
benefits of tenure, especially the protection of academic freedom in a conservative-leaning state
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and the ability to generate faculty investment in the institution. Other participants were more
indirect in their hesitancies about shifting from the traditional model, noting that the institutions
would want to be careful about how many contingent, fulltime faculty were hired because having
“too many” could have negative results.
Status quo bias (Samuelson & Zeckhauser, 1988) could explain the reservations some
administrators expressed about the shift in faculty hiring processes, even as they indicated that
those hires were often producing better outcomes for students and providing sustainable
solutions for the institution. Hulme, et al. (2016) posited that status quo bias can be particularly
acute in private, Christian institutions because they are often steeped in longstanding and deeply
rooted traditions that make change even more challenging. The researchers described a “fear of
changing customs and traditions on campus” that often exists in these institutions that, in the end,
“may be less about the impact of the alteration than it is about the natural propensity to keep the
current state of affairs predictable and certain” (Hulme, et al., 2016, p. 99).
The greatest apparent evidence of status quo bias affecting change in faculty hiring in this
study was in the actions of faculty governance bodies on both campuses. Although neither
institution has announced a formal faculty staffing plan that would communicate a change or set
new goals for the distribution of faculty lines across tenured/tenure-track and contingent
categories, faculty governance bodies at both institutions have acted to codify in policy limits on
the number of contingent, fulltime faculty in departments and/or across the institution. The deans
in this study felt those actions were an effort to preserve and protect tenure.
While deans ascertained clear value in different kinds of faculty lines, and two even
offered examples of department-level conversations about the benefits of hiring a clinical
professor or a professor of practice to offer students professional expertise, they also described
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overall campus feelings about new faculty directions as mixed and cautious. For faculty, tenure
has included not only protection but a commitment to, an investment in, and a
professionalization of their roles. Without alternative models to provide some of those same
benefits, faculty are likely to see a move away from tenure as loss. As Hulme and colleagues
(2016) noted, status quo bias theory explains that “anything that diverges from the present
condition is considered loss, even if the potential for gain is significant” (p. 99). This form of
cultural resistance to changes in the faculty model may signal remaining leadership work needed
to shift institutional cultures toward valuing diverse types of faculty work more equitably.
Influence of scarcity mindset. That perception of loss or lack as a factor inhibiting
change is also explained by scarcity mindset theory, which posits that when organizations or
individuals perceive they have less than what they need or that they have lost what they once
had, a sense of scarcity dominates their mentality and renders them less capable of accepting
change (Mullainathan & Shafir, 2013). While scarcity mindset was less evident in the findings of
this study, participants did often mention elements of loss or lack as drivers of decision making.
For example, administrators in the study noted decreasing resources, shrinking budgets,
lower market demand, and declining enrollments as key factors influencing faculty hiring. Both
institutions had recently implemented processes designed to right size or shift the faculty model
to be more sustainable—a prioritization process at Midwest College and retirement incentives at
Iowa University. Additionally, they referenced economic shortages including lower salaries,
leaner benefit packages, no coverage of moving expenses, and a lack of pay increases.
However, findings also revealed that administrators seemed to be balancing the losses
and constraints carefully with the opportunities for change and innovation, especially in faculty
hiring. Generally, administrators were more likely to reference their mindset being influenced by
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uncertainty and unpredictability than by scarcity, which has led them to make decisions that keep
options open and allow for flexibility as they anticipate “just in case” scenarios.
Balancing competing commitments. Finally, Hulme, et al. (2016) argued that competing
commitments theory may also explain decision making and change leadership in private,
Christian higher education. As Hulme, et al. (2016) noted, “most faculty, staff, and
administrators understand the need to change, yet struggle to overcome their own resistance”
often because they are torn over competing ideas, values, and commitments (p. 98). These
competing ideas—a desire to maintain core traditions that have so much value, and the
simultaneous desire to innovate in order to thrive—can leave leaders feeling paralyzed and can
delay or impede change.
The findings of this study echo this phenomenon. Administrators described many
competing factors influencing faculty hiring across private higher education in Iowa, ranging
from external pressures from politicians and the public to internal values of institutional missions
and purposes, to economic challenges, to strategic goals, to moral obligations to the public good
and equity, to the needs of their diversifying student body, and more. Additionally, faculty hiring
processes are enveloped in competing commitments—to student success, to department progress,
to institutional sustainability, etc.
According to the findings, deans are making hiring decisions amidst these competing
commitments. Previous research found that competing contexts may lead institutions to hire
more contingent faculty than they feel is best (Kezar & Gehrke, 2016), which may also explain
comments by participants in this study that indicated hesitation or nervousness about hiring too
many adjuncts or creating too many nontenure lines. Moreover, all administrator participants in
this study began their careers as faculty members. Therefore, they have deep commitments to
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faculty culture and to tenure and all of its benefits and traditions. However, as administrators,
they also recognize the evolutionary moment of higher education and the calls for adaptation and
change needed to keep institutions relevant and sustainable. Those perspectives may also be
competing and leading to more reactive than proactive faculty hiring strategies.
Finally, the theory of competing commitments is particularly salient for academic deans
who live in and lead from the middle of the academic affairs structure. Their role includes
communicating and moving forward the institutional priorities of the administrators above them
downward to the faculty, as well as advocating for and communicating the perspective of the
faculty upward to the upper administration. Bolman and Gallos (2011) call this phenomenon in
academic leadership “leading from the middle” (p. 147). They described higher education
administrators, like deans, as existing “with their feet firmly planted in two different camps” that
often have competing perspectives and values (Bolman and Gallos, 2011, p. 147). Additionally,
institutional perspectives can compete with departmental perspectives. Bolman and Gallos
(2011) noted that faculty and administration often hold opposing values and ideas, and leaders in
the middle try to make both feel heard and satisfied.
This phenomenon of competing commitments was clear in the findings of this study,
especially in the interviews with the six deans who all articulated, in their own ways, the
challenge of empowering and advocating for their departments and the faculty within them, but
simultaneously, keeping an institutional perspective to protect the university and move forward
its larger goals. Deans described working with departments to embrace hiring alternatives that
could help both their students and the institution. Some depicted their role as a guide, someone to
come alongside departments and balance their needs with institutional policies and constraints.
One implied moments of frustration as he had to “make the case” to upper administration about a
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department’s needs for hiring, and two others noted the importance of upper administration
understanding the need for departments to have a strong voice in hiring to avoid tensions for new
faculty hires. The deans used terms like “going back and forth” and “being in constant dialogue”
to describe their work in faculty hiring as they balanced departmental views with institutional
perspectives in their decision making.
Perhaps the most compelling description of the competing commitments phenomenon
and deans’ role of leading from the middle was a Biblical comparison one dean offered as he
described his efforts to balance department and student needs with institutional needs like
budgets, ratios, and nimbleness as he navigated faculty hiring. He described his dean role as like
the role of Hathach from the Book of Esther. Hathach, a minor character, was a messenger
between Esther and Mordecai. He helped to facilitate communication when the two were not
able to speak directly to one another but were working together to identify Haman’s plot to
murder the Jews. During his interview, the dean described Hathach as running back and forth,
taking messages between the two parties, and seeking a shared understanding. “That's our role,”
he said, referring to deans in the hiring process. “We're Hathach. We're going back and forth
trying to say, ‘No, no, this is what they mean.’”
The metaphor of Hathach is remarkably apt when considered in the context of this
dissertation study’s findings about the work of deans in the hiring process. Hathach is
characterized as trusted and trustworthy (LaBar, 2005). Biblical scholars have interpreted his
effectiveness as a messenger as someone who delivers messages honestly, directly, and with the
intent of finding truth and compromise between the two individuals. In fact, though Hathach is
clearly delivering the messages, there are verses in the Biblical text where the writing almost
implies that the messages are moving directly between Esther and Mordecai, perhaps indicating
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how effective Hathach is at helping one understand the other’s perspective (LaBar, 2005).
For academic administrators, and deans especially, who are on the frontlines of faculty
hiring, navigating the middle space between the needs of the faculty in the department and the
needs of the administration often put them in a Hathach-like position. They are delivering
information back and forth between parties, in the hopes that a common truth that can be agreed
and acted upon will emerged.
In the Bible, the great distance that Hathach had to travel to deliver the messages is
emphasized (Grossman, 2012) and for deans, this also becomes a salient metaphor. In
contemporary private higher education, complications are abundant, and the decision to fill a
position, and if so, how and with what strategies, is one that is often labored over, and is not
always viewed similarly by faculty and administrators. This difference frequently puts deans in
the middle, between two opinions or ideas for action that may be quite a distance from each
other. While not the physical distance of Hathach, a clear cognitive or strategic distance exists
between two groups within the organization.
An emerging faculty model. The conceptual framework for this study was a Model for
the Future of the Faculty, which was outlined by Kezar and Maxey (2016) in their text
Envisioning the Faculty for the 21st Century. The book brings together years of research on
higher education faculty hiring, decision making, and structures, and advocates for a less
“haphazard response” and greater “intentionality” and “planning” (p. 4) so that the next faculty
model is one that can respond to higher education’s current evolutionary moment, as well as
sustain it and its vital societal purposes into the future. Kezar and Maxey (2016) raise concerns
about the proliferation of adjunct hiring that has been more reactionary than deliberate and worry
about the implications on educational quality and student outcomes. They bring together
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important threads of research and a variety of stakeholder perspectives. Ultimately, they
advocate for a more intentional approach to reshaping the faculty model, and eventually,
although somewhat reluctantly, offer their Model for the Future of the Faculty (Kezar & Maxey,
2016).
For a visual representation of the model, see Figure 1 in Chapter 2. The model has as its
center the conceptualization of faculty as “scholarly educators, embodying the essential emphasis
on student success” that is a crucial aspect of successful faculty models for the future (Kezar &
Maxey, 2016, p. 212). Surrounding the scholarly educator core are four “arcs of influence” that
Kezar and Maxey (2016) offer as key considerations that should guide faculty hiring and faculty
structure. The arcs are (a) mission, roles, and goals; (b) reprofessionalization; (c) key values; and
(d) responsiveness to external factors. Within each arc several important factors help define that
area of influence. Kezar and Maxey (2016) consider the four arcs and the elements within them
as the factors academic leaders should consider as they design the faculty models.
The findings in this dissertation study both align with and extend beyond the conceptual
framework of a Model for the Future of the Faculty (Kezar & Maxey, 2016). While both
institutions studied lacked a formal, strategic vision for faculty hiring, previous research
predicted this result accurately, as the majority of institutions have not been intentional in
designing a hiring plan or building a vision for a faculty model aligned with their missions and
goals (Kezar & Gehrke, 2016; Kezar & Maxey, 2016). Although the administrators in this study
have not engaged in formal planning, the findings do provide hints of intentionality and traces of
the elements advocated by Kezar and Maxey (2016) in their model.
Notably, study findings revealed strong attention by administrators to the central concept
of faculty as scholarly educators. The results also align with important elements of the mission,
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goals, and roles arc, as well as various subareas of the reprofessionalization and key values arcs.
The findings’ alignment with each of these arcs will be discussed in more detail below.
Responsiveness to external forces. Although both institutions studied showed a
responsiveness to external forces as a key factor in their faculty hiring, they seem to define
external forces differently than the arc in a Model for the Future of the Faculty. Interview
responses indicated a stronger focus on external economic, political, marketplace, and labor
forces, while Kezar and Maxey’s (2016) model placed greater emphasis on external factors like
internationalization, assessment, and accountability. The findings of the study did overlap with
the model’s emphasis on the impact of technology advancements as one of the external forces
shaping a future faculty model. Participants in the study from both institutions pondered the way
the internet, multimedia, online learning, and hybridization would continue to affect how, when,
where, and from whom students prefer to learn. They perceived technology as having a key role
in defining the future of faculty in small, private higher education.
Scholarly educator. The findings in this study align with the Kezar and Maxey’s (2016)
assertion that the concept of faculty members as scholarly educators must be fundamental to any
future faculty model. For Kezar and Maxey (2016), and for the administrators from both
institutions in this study, teaching and learning must be a central factor in the faculty concept.
Interestingly, Kezar and Maxey (2016) seem to be advocating for a perspective on faculty
priorities that aligns with some of the fundamental, student-centered tenants often considered
unique to the small, private higher education identity, an identity described by administrators in
this study as a significant factor in their faculty hiring decisions.
While Kezar and Maxey (2016) are attempting to craft a model that fits all types of
higher education institutions, their emphasis on student learning and their advocacy for a broader
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definition of academic scholarship, one that includes the scholarship of teaching and learning, is
very closely related to the ways participants in this study articulated the private college mission.
Small, private colleges have long emphasized a student-centered and highly engaged faculty as
part of their educational uniqueness.
At private colleges, faculty are, first and foremost, teachers, advisors, and mentors for
students, creating a personalized learning experience that is focused on student success
(Morphew & Braxton, 2017; Morphew, Ward, & Wolf-Wendel, 2018). A central part of the
private college identity is a commitment to high quality teaching. While the institutions also
expect faculty to have professional or research interests, having a research agenda that
overshadows the educational focus of one’s work is often not well aligned with institutional
priorities or identities. The fact that small, private colleges already view as essential to their
identities a focus on teaching, learning, and student development fostered by faculty who have
their priorities and reward systems rooted in high quality pedagogy and student success may put
them ahead of other sectors of the industry as they evolve into the future of faculty.
Mission and goals. A Model for the Future of the Faculty makes clear that to be
effective, faculty hiring must be aligned with institutions’ missions and goals (Kezar & Maxey,
2016). Kezar and Maxey (2016) advocated for a “mission-oriented and learner-centered model,”
highlighting the scholar educator core and the mission and goals portion of the first arc of their
model. Additionally, researchers studying faculty hiring in private education have asserted that
remaining “mission-centric is key to private college survival” (Morphew & Braxton, 2017, p.
300). The findings in this study confirmed a strong focus on mission among the participants.
Seven of eight administrators viewed alignment with mission as a top priority in faculty hiring,
with several stating that mission is the most important factor they consider.
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Study findings reveal private college administrators’ unwavering commitment to mission
across both institutions. They view their institutional missions as multifaceted in that they
encompass the general mission of the university as well as the religious mission and the unique
purposes of private higher education overall as articulated in Chapter 4. Participants expressed
alignment with a mission-orientation for faculty hiring in a myriad of ways, including “fit with
institutional mission,” “understanding the mission of the university,” “support for the mission,”
being “devoted to the mission,” and an “ability to further the mission.”
This finding, while somewhat unsurprising given the mission-centric nature of private
higher education, may also offer some reassurance and optimism about the faculty model being
established by these administrators. In some ways, the strong connection between hiring and
mission may put small, private colleges ahead of other sectors in hiring and faculty model best
practices. In their research on decision making in faculty hiring, Kezar and Gehrke (2016) found
that often hiring practices did not align with goals. Deans in their study reported wanting a
smaller portion of nontenure-track faculty but then their hiring practices do not align with those
goals (Kezar & Gehrke, 2016). While the administrators in this study did not have firm
numerical goals for hiring in particular faculty categories, the study did not reproduce feelings of
conflict or tension between delivering on mission and goals and pressures to hire contingent as in
the previous study.
Diverse and equally valued roles. A second subarea of the model’s “mission, goals, and
roles” arc is the need for customization, flexibility, and diverse but equally valued faculty roles.
Despite agreement among higher education’s stakeholders that diverse and differentiated faculty
roles are needed in order to support various aspects of the institutional mission, the faculty role at
most universities remains primarily defined by a single model—“tenured; research-oriented even
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at institutions that do not have a research mission; but simultaneously involved in teaching,
research, and service” (Kezar & Maxey, 2016, p. 49). This singular, historical definition results
in “a limited model for faculty work” and results in a “disconnection” between how faculty are
defined and what students and institutions need in this new century (Kezar & Maxey, 2016, p.
49). This arc of the model is an argument for more customized, creative, and differentiated
faculty roles based on a multifaceted notion of what faculty contracts should be to serve the
mission and students best. Kezar and Maxey (2016) asserted that “a more flexible faculty role
will be important to the faculty of the future” (p. 50).
The findings in this study affirm that this aspect of a future faculty model is being
considered by small, private college administrators in Iowa and that the sector is beginning to
embrace flexibility and differentiation as it crafts new faculty roles. Administrators at both
institutions described work in recent years to create new kinds of faculty positions that are
different from the traditional tenure-track model. Participants noted that some of these roles
include differentiated expectations for teaching load, for service, and for scholarship in order to
best serve programs and students. Several deans also communicated a need to be more open to
considering diverse credentials and experiences of faculty candidates as part of a more
innovative approach to the hiring process.
In the explanation of their model, Kezar and Maxey (2016) anticipated larger and more
extreme innovations in faculty contracts including consortia agreements, creativity contracts, and
alternative pathways to tenure or other long-term relationships with the institution, and while this
study did not produce evidence of those kinds of innovations actively in place yet, interviews did
reveal that administrators in this sector are thinking in these directions. Several participants
predicted that within the next decade, faculty contracts would demonstrate even more variety and
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include even more diversity. Additionally, ideas like consortia contracts, multiple affiliations,
and differentiated work agreements as next frontiers were all articulated during the interviews.
Ultimately, agreement emerged that the definition of faculty would be broadened even more in
future models. One participant asserted that there would be a “need for a much more dynamic
approach to faculty hiring and faculty composition” and another predicted the need to think
“differently and flexibly” about faculty hiring in order “to be meet the program and the
university's needs.”
A key component of the differentiated faculty roles in a Model for the Future of the
Faculty is the importance of all roles being “equally valued” (Kezar & Maxey, 2016, p. 213). For
Kezar and Maxey (2016), this equality entails redesigning incentive and reward systems in
higher education so that “all faculty work [will] be recognized and valued” (p. 151). The
traditional faculty model tends to place higher value on, and grant more autonomy and
institutional power to, faculty who are tenured and/or on the tenure track. This traditional model
has created a hierarchy, or what is often referred to as a class system, within faculty cultures,
assigning less value to the contributions of contingent faculty of all types. If a faculty model of
the future is to include differentiated and diverse faculty roles, this traditional system of unequal
value will need dismantling, which will require overcoming “our collective unwillingness or
inability to break the dominance of the traditional model of the tenure-track faculty” (Kezar &
Maxey, 2016, p. 207). Kezar and Maxey (2016) argued that an “important goal” of any future of
faculty model should be “greater equity for faculty members and respect for their contributions,
no matter what sort of institution or discipline they serve or what roles they play” (p. 205).
The findings in this study confirm the struggle within traditional faculty systems to see all
work and all faculty as equally valuable. None of the administrators in this study made direct
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statements devaluing the work of contingent faculty, and several even praised contingent faculty
members, noting how they provide unique expertise that traditional faculty cannot. One
participant noted that some of his contingent faculty have emerged as the best classroom teachers
at the university. However, indirect comments by administrators did reveal that the structures
and culture within their institutions have not reached the point of equity for contingent and
differentiated faculty work. Three participants referenced the lower pay for contingent faculty
members, both parttime and fulltime. Two noted the increased vulnerability of contingent
faculty, especially in times of financial challenge.
Additionally, the governance actions to limit contingency at both institutions demonstrate
a perceptual difference between the work and value of tenure-track faculty and those who are
hired off the tenure track. Resolving these rifts will be challenging work for higher education
leaders, especially in times of institutional vulnerability where the perceived protection, and
therefore value, of tenure has arguably become an even greater mark of superiority and safety
within faculty systems.
Reprofessionalization and key values. Higher education experts and researchers have
warned that the adjunctification of the professoriate, which has decreased faculty prominence
and weakened shared governance, not only threatens student outcomes, satisfaction, and success,
but also compromises the professionalism of the professorial career path (Carlson, 2021;
Finkelstein et al., 2016a; Gardner, 2018). When concerns about low pay and lack of benefits are
added, the recent trends have deprofessionalized the professor role, perhaps making it an
increasingly unattractive career path (Kezar, Holcombe & Maxey, 2016).
Therefore, a Model for the Future of the Faculty advocates for a reprofessionlization of
the faculty and a recommitment to the key values of higher education that led it to historical
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prominence (Kezar & Maxey, 2016). Included in the “reprofessionalization” and “key values”
arcs are that all faculty should have more equitable compensation, protections of academic
freedom, access to high quality professional development, roles in shared governance, and
widespread collegiality (Kezar & Maxey, 2016, p. 213). The movement away from tenure-track
hiring is evident, but the cultural connection to the professional aspects of tenure remains
important. Finding a way to merge these aspects rather than position them in conflict with one
another is vital. As Kezar and Maxey (2016) stated, it is also essential “to recognize that having a
professional identity as a faculty member and fulfilling a professional role need not be linked to
tenure” and “can be achieved through a wide variety of possible future faculty models” (Kezar &
Maxey, 2016, p. 209).
The findings in this study relate to the idea of reprofessionalization in several ways. First,
participants expressed various perspectives about the connection between tenure and
professionalism in faculty culture and the ways it may benefit or hamper faculty searches. Nearly
all interviewees agreed that fewer tenure-track positions and more flexibility and diversity in the
faculty model were essential for the institution to continue to effectively serve students and meet
the mission. However, several also felt that the move away from hiring tenure-track lines will
dissuade high quality candidates from applying for open positions. In contrast, at least two deans
noted the opposite, that by removing some of the rigid requirements deemed essential for hiring a
tenure-track line, they could attract better and more qualified candidates who desire flexibility.
Therefore, inconsistency and disagreement exist about what aspects of the professoriate
communicate professionalism to prospective faculty.
Second, two thirds of the participants identified low salaries and lack of benefits as key
factors impacting their faculty hiring processes. Two deans at two different institutions
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mentioned the large educational and often financial investment required to obtain the degree
credentials required to be a tenure-track faculty member, and both noted that society may be
shifting about whether that investment is ultimately worthwhile given the current state of
professionalism in the professoriate. As detailed in Chapter 4, a key theme among participants at
both institutions was shrinking candidate pools for open faculty positions in recent years. Three
participants expressed concerns about small, private colleges’ ability to continue to attract high
quality candidates to faculty positions because of professionalism challenges. Two participants
wondered if the shrinking candidate pools may be an indicator of a larger shift in the higher
education labor market where fewer and fewer people go on to earn advanced degrees or aspire
to be college professors.
Kezar and Maxey (2016) suspect that the loss of professional characteristics in the
professoriate, including stagnant salaries (and low pay for contingent labor), declining public
perception, and the loss of autonomy and decision-making power through contingency, could
dissuade a new generation from pursuing college teaching as a career. Additionally, media
attention around the inequity and class systems of faculty, including the recent national coverage
of the controversy at the University of California Los Angeles where the institution was
advertising adjunct positions that would literally be uncompensated (Jaschik, 2022), could have
damaging effects and will need attention in a new faculty model.
Interviewees at both institutions in this study reflected concern about the perceived
risk/reward of investing in years of education and accruing high levels of debt only to be offered
adjunct work. Thus, regardless of the higher education sector, any new faculty model will need
to respond to these issues through a recalibrating of value and a reprofessionalization of
differentiated roles. Taking the important “steps to improve or restore professionalism across the
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professoriate and to ensure the faculty role is a career” is “imperative” for higher education
(Kezar & Maxey, 2016, p. 209).
Extending the model. Finally, the findings in this study may offer a possible new area of
emphasis for a future model for faculty. Results of this study produced a resonate theme around
faculty diversity that could be considered as an additional area of focus as academic leaders
conceptualize a future faculty model for small, private colleges, especially those that are
predominantly white institutions (PWI). All eight administrators across both institutions
emphasized the need to approach faculty hiring from a diversity, equity, and inclusion (DEI)
framework. Kezar and Maxey’s (2016) “external forces” arc did call for a faculty model that
attends to the needs of an increasingly diverse student body, although diversity of the faculty was
not named specifically.
Kezar and Maxey (2016) did track racial, gender, socioeconomic, and generational
diversity in emerging and early-career faculty and predicted that, based on the demographics of
current and recently completed doctoral students and faculty in the first five years of their
careers, the professoriate will become increasingly diverse. They did write that “there is a great
distance to go before equity is reached, but it is important to note that the number of racial and
ethnic minority faculty members has increased in recent years” (Kezar & Maxey, 2016, p. 194).
Kezar and Maxey (2016) also acknowledged that …
Broader definitions of faculty work are also welcome among women and faculty
members of color, who often find that the narrow definitions of faculty work can exclude
important work that they think should be the focus of institutions of the future . . .
[including] being more committed to focusing on student learning, finding teaching a
meaningful faculty role, having time and opportunity to advise and mentor students, and
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participating in community engagement to support and enrich local and regional
communities.
However, interviews in this study revealed that academic administrators view DEI
initiatives and actions in faculty hiring as essential, and both institutions have set diversifying the
faculty as a strategic priority. Racial and ethnic diversity emerged as a top diversity priority in
faculty hiring at both institutions, but several participants also noted that an inclusive definition
of diversity was essential, and they hoped to have a faculty composition reflective of diversity
along multiple dimensions.
Adding a DEI component to models for faculty, especially at PWIs, is essential to
creating a faculty composition that is future ready. Shifting student demographics will
necessitate faculty with whom diverse students can identify (Kezar & Maxey, 2016). However,
beyond that, higher education hiring practices have historically reinforced systems of privilege
and promoted exclusivity. Higher education institutions will need more inclusive faculty hiring
processes if they wish to further the public good mission of higher education and begin to undo
the systemic discrimination inherent in the sector’s traditional practices, especially at small,
private, PWIs in Iowa.
Findings in this study reveal that both institutions are beginning to grapple with this
challenge, and based on their interview responses, administrators are engaging in self-reflection
about how past practices in hiring may have inhibited diversity goals. The most resonant theme
in this area was around the term “fit” and how it has been used in faculty hiring at small, private
institutions. Four of the eight administrators expressed concerns about the concept of “fit” in the
hiring process. One commented that he “hates” the term. Two labeled it as “dangerous.” All four
explained that for too long, “fit” has meant similarity at PWIs and has led to hiring new faculty
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members who are like the ones already at the institution. One participant summarized: “That
word ‘fit’ is cumbersome to deal with because I don't want people to come here because they
look like everybody else, or they act like everybody else.”
The participants described the fit phenomenon in a variety of ways. One said, “We look
for fit, and what that has come to mean is the pool gets made up of people who know people who
know people.” Another, reflecting on how fit has been defined traditionally at his institution said,
“Maybe our idea of what a person should have to fit wasn't full or would put us in a position
where we might miss a really good candidate.” Another dean explained that fit can sometimes
inhibit efforts to diversify the faculty. “I think fit can be dangerous when we're trying to diversify
our faculty and our staff,” he said. “It is problematic if people like me are looking for other
people like me, so that's where fit can cover up things that it shouldn't be covering up.” Finally,
one provost cautioned against a heavy reliance on the traditional notion of fit in faculty hiring.
He said:
The word “fit” can be dangerous to the extent that we start to look for people that say the
things we say; they think what we think; they believe what we believe; and it becomes
very constraining . . . . If you narrowly define what fit means, then you run that real
danger of getting a very homogenous mindset. You limit the diversity on campus, and not
only potential diversity in terms of ethnic and racial backgrounds, but also in terms of
thinking about the world and views about the world.
The volume of and commonality of study participants’ comments around dismantling the
concept of fit and intentionally infusing the faculty hiring process at these small, religiously
affiliated PWIs with more inclusive strategies may provide evidence of the need for DEI to be an
additional aspect of faculty models for the future.
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Implications for Practice
The findings in this study highlight the need for academic leaders at small, private,
nonprofit colleges to infuse additional intentionality and formal planning into their faculty hiring
processes. According to Kezar and Gehrke (2016), an accidental reshaping of the faculty model
is common across higher education; however, the findings from this study suggest it does not
have to remain the default in this sector.
Greater intentionality in shaping the faculty composition using a best practice model
and/or a strategic hiring plan could position small, private colleges to even better serve their
students, persevere through economic uncertainty, and become future-ready. A Model for the
Future of the Faculty (Kezar & Maxey, 2016) provides a research-based approach to crafting
such a model. Academic leaders should consider implementing the model, including the addition
of DEI imperatives. Kezar and Maxey (2016) asserted that “future faculty models need to be
created in the context of what the higher education enterprise overall and individual institutions
with different missions are trying to achieve” (p. 205). This need for institutional context as well
as “a need for variation in faculty work and roles based on institutional missions, changing
external forces affecting higher education, and the evolving needs of students” were reasons the
researchers were hesitant to offer a model for fear it could be perceived as singular (Kezar &
Maxey, 2016, p. 212). Therefore, institutions should develop purposeful faculty models or adapt
existing ones to align with their unique contexts, including their unique missions and goals,
while also recognizing that there are “several key issues that need to be considered as they seek
to rethink faculty roles” singular (Kezar & Maxey, 2016, p. 212)
Private higher education has a distinct identity, and small, religiously affiliated
institutions have specialized missions. Given how central faculty are to achieving the
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institutional mission and maintaining fidelity to private higher education’s student-centered
purpose, academic leaders have an opportunity to craft intentional plans for shaping the faculty
model in ways that allow them to realize their goals and live their missions. Plans should be
formalized and transparent, but they should also be nimble and responsive. As Kezar and Maxey
(2016) noted, a good future faculty model “will almost certainly need to accommodate changes
in the broader landscape that will reshape the profession” (p. 205). Therefore, academic
administrators at small, private colleges should build intentional staffing plans that provide clear
direction and yet remain dynamic amidst unpredictability.
Those faculty plans will most certainly need to include a blend of faculty roles and
categories to best serve student learning and development, as well as allow the institution to
remain sustainable and flexible. The findings in this study confirm those of earlier researchers
that revealed that academic administrators already see purposeful contingent hiring as good for
institutional mission achievement and as beneficial for student success. However, the alignment
with a student-centered approach to teaching and learning that is a hallmark of small, private
higher education is crucial to hiring across faculty types. Previous research revealed that
academic administrators were much more likely to strive to ensure new faculty fit with the
mission if they were being hired on tenure-track versus if they were being hired contingent
(Morphew, Ward & Wolf-Wendel, 2016; Morphew, Ward & Wolf-Wendel, 2018). This practice
that will need to be altered, and the findings in this study reveal that administrators are beginning
to prioritize mission in all hires at these two institutions, a process that will need to continue.
An additional implication for practice is the need for leaders to communicate clearly and
carefully to their colleagues the positive value of each type of faculty role and structure a plan
for using differentiated contracts to meet student and institutional needs into the future. They will

171

also need to engage in more careful tracking of faculty hiring across academic schools/colleges
and across the institution. Data tracking will allow progress on a staffing plan to be monitored in
order to intentionally meet and measure strategic hiring goals. Perhaps most importantly, data
tracking will allow them to align hiring directly with missions to best serve student learning.
This tracking should include not only fulltime hiring, which already garners strong
administrator attention, but should also include monitoring of adjuncts. Currently, both
institutions leave most adjunct hiring to departments. Previous research has established that
when adjunct hiring is decentralized, administrators can lose sight of the effects (Kezar &
Gehrke, 2016). The concern is that if those who are guiding the design of the faculty model are
not aware (or as aware) of adjunct hiring, that lack of involvement may perpetuate institutional
negativity about the value and purpose of adjuncts. Therefore, academic administrators should
monitor the use of all types of faculty and to measure the effects on the educational experience,
seeking the right mix to best serve the mission.
Additionally, higher education administrators must advocate for greater equity for
contingent faculty at all levels to restore professionalism to the professoriate. Systems will need
redesigned and new structures will need built that value, support, and reward all faculty, no
matter their category, for their contributions to student learning and success. Structural changes
will be especially vital at small, private, nonprofit institutions that have a deeply entrenched
cultures and histories. Academic leaders will need to intentionally disrupt traditional faculty
class systems and lead cultural change in this new space. Differentiated roles should be equally
valued through compensation, collegiality, respect, and reward. These efforts at
reprofessionalization will take time and will require both internal leadership to shift culture and
systems toward equal value for differentiated work, as well as external advocacy to revitalize the
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professionalism and reestablish the prominence of the college professor in the American psyche.
Finally, the findings of this study indicate clear implications for academic administrative
leadership. The challenges facing higher education are no longer merely technical ones.
Increasingly, they are adaptive challenges that require courageous leadership (Heifetz, Grashow
& Linsky, 2009). The composition of the faculty has direct effects on the ability of the institution
to serve its core mission of educating, developing, and transforming students. Therefore,
reframing the faculty structure and reorienting the faculty model are complex undertakings.
This result of this dissertation study, when situated within previous research, suggest that
a remaking of the faculty model is underway, but success will require adaptive leaders who can
bring holistic thinking and intentionality to the work. As Hulme, et al. (2016) noted, the
challenges facing small, private, Christian education will be “tackled by confronting existing
beliefs, ways of knowing, and deeply held assumptions. This type of change questions what
people hold dear and requires a reassessment of existing priorities and patterns of behaviors” (p.
97).
Bringing intentionality and change to the faculty model will also require leadership that
can overcome difficult feasibility challenges, especially those that arise from competing
commitments, status quo bias, and scarcity mindsets. The interviews in this study revealed some
areas of alignment with best practices in faculty hiring and decision making, but little in the way
of intentional planning. This mimics findings by Kezar & Gehrke (2016) about “demand
overload” for academic administrators (p. 413). They found that administrators, like the ones in
this study, often have an awareness of best practices and ample good intentions, but “competing
goals and withering budgets” can decrease the feasibility of implementation (Kezar & Gehrke,
2016, p. 410).
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Amid very real challenges that range from salaries to candidate pools to increasing
competition to time constraints, academic leaders must find ways to enact holistic thinking and
make intentional faculty hiring more feasible. Both institutions in this study have begun
establishing promising practices in this area by placing an emphasis on data usage in the hiring
process, as well as encouraging reflection time for administrators and faculty as positions open to
think comprehensively and strategically about the purpose and potential of any new hire.
Recommendations for Future Research
This dissertation study begins to fill the gap in existing research about faculty hiring at
small, private, nonprofit colleges, especially research focused on academic administrators’
decision making and leadership practices. More research can and should be done in this area to
better understand the factors shaping faculty hiring policies, processes, decision making, and
outcomes in the sector. This study was limited to two institutions in one state, so understanding if
the results found here are applicable to and replicated in other private institutions in Iowa as well
private institutions in other regions would be an area for further study. Additionally, comparisons
across higher education sectors could grow the understanding of how faculty hiring factors align
or differ at, for instance, public institutions or in community college contexts.
This study was also limited to the perspectives and experiences of middle and upper-level
academic administrators (deans and provosts) who offer only one lens on the faculty hiring
experience. Further research is needed to understand the faculty hiring process more
comprehensively and holistically. For example, quantitative survey research or qualitative
studies that research other perspectives on faculty hiring, such as department chairs, faculty
members, students, or presidents could contribute to a fuller and richer understanding of faculty
hiring. Additionally, case study research that follows a single hiring process from start to finish
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through the perspectives of all stakeholders may provide greater depth of understanding of
faculty hiring factors as well.
Finally, this study utilized only a small amount of available data from IPEDS and other
sources about faculty composition and faculty salaries. A mixed methods approach that paired
the study of administrators’ perspectives on faculty composition and hiring intentions with a
quantitative analysis of human resource data from their institutions could help identify gaps that
may exist between intentionality and reality in faculty hiring.
Conclusion
A new model of faculty in higher education has emerged, almost by accident, and
continues to take shape. The shift to a more contingent faculty model has affected institutions in
all sectors of the industry, including small, private, nonprofit colleges that emphasize engaged
professors and student-centered faculty models. These institutions, despite their distinctive
missions, have not been immune to the unintended changing of faculty roles that has occurred in
recent decades. However, the private college sector has an opportunity to seize control and
construct a new faculty model, one that responds to higher education’s evolution and still
preserves the sector’s unique and powerful missions. As Kezar and Maxey explained, “We have
an opportunity now to strive to be more purposeful in designing—or redesigning— the faculty.
How we respond to change today will affect the faculty for years to come” (Kezar & Maxey,
2016, p. 5).
Small, private colleges, especially those that have faced financial and enrollment
challenges, will need to see past loss, lack, and scarcity and work through competing demands to
progress into truly new and innovative spaces. The moment for innovation of the faculty model
has arrived. Leaders in the sector are confronted with the challenge of designing a new faculty
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composition that upholds the protections and professionalism of the professoriate, as well as
allows for greater diversity in roles and flexibility in contracts, in order to serve the changing
needs of students, institutions, and society.
One administrator interviewed in this study worried that the soul of private higher
education may be in jeopardy if leaders are not more careful about how their hiring reshapes
their faculty. I tend to agree. I began my career as a contingent faculty member at an Iowa
private college. I believe in the private college mission and find immense value in private
institutions’ role in higher education. My hope is that the findings of this qualitative exploratory
comparative case study generate awareness about the opportunity that independent college
leaders have to reshape, and in some ways restore, the essential role of private higher education
through intentional faculty hiring.
Strategic faculty hiring, and in turn, intentional designing of the faculty composition in
small, private, higher education can contribute to its sustainability and future growth. Given the
centrality of faculty to the private college enterprise, decisions about how we hire and what roles
we create for faculty are crucial to shaping our institutions and their ability to achieve their
purposes. Indeed, “we must engage in discussions about the future of the faculty—about the
types of faculty positions that are needed, the roles of faculty members in serving our students,
our institutions’ missions, and the increasingly complex expectations of our society” (Kezar &
Maxey, 2016, p. 204). I hope the findings of this study and the implications for practice within it
can play a small role in opening those vital discussions and helping to preserve the unique and
powerful mission of private higher education into the future.
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Appendix A
Instructional Staff by Tenure Status for the Years 2020, 2016, 2012

Data from Integrated Postsecondary Education Data System (IPEDS) Human Resources survey
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Appendix B
Fulltime Faculty Headcounts at Iowa CIC Member Institutions for the Years:
2020, 2016, 2012

Data from Integrated Postsecondary Education Data System (IPEDS)
Human Resources survey
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Appendix C
Changes in Fulltime Faculty Headcounts at Iowa CIC Member Institutions for the Years:
2012-2020

Data from Integrated Postsecondary Education Data System (IPEDS) Human
Resources survey
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Appendix D
Parttime Faculty Headcounts at Iowa CIC Member Institutions for the Years:
2020, 2016, 2012

Data from Integrated Postsecondary Education Data
System (IPEDS) Human Resources survey
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Appendix E
Changes in Parttime Faculty Headcounts at Iowa CIC Member Institutions for the Years:
2012-2020

Data from Integrated Postsecondary Education Data System (IPEDS) Human
Resources survey
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Appendix F
Overall Faculty Headcounts at Iowa CIC Member Institutions for the Years:
2020, 2016, 2012

Data from Integrated Postsecondary Education Data System (IPEDS) Human Resources survey
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Appendix G
Changes in Overall Faculty Headcounts at Iowa CIC Member Institutions for the Years:
2012-2020, 2016-2020

Data from Integrated Postsecondary Education Data System (IPEDS)
Human Resources survey
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Appendix H
Invitation to Participate
Subject line: Research request
Hello, Dr. XXXXX.
I hope this message finds you doing well and enjoying the fall semester. My name is Jamii
Claiborne, and I am emailing you from Buena Vista University where I am an academic
administrator and faculty member.
I am also a doctoral student at Bethel University in the Higher Education Leadership Program
and am embarking on my dissertation research. I’m reaching out to ask if you’d be willing to
be a research participant.
I am conducting research on the factors influencing faculty hiring decisions at private, nonprofit
institutions in the state of Iowa as part of my dissertation work. I hope to learn about the lived
experiences of academic administrators who oversee hiring in private higher education and the
complex context they currently navigate.
I am hoping you will agree to participate in my research. I believe you, and/or other academic
leaders on your campus, have valuable perspectives to contribute and important stories to share.
My research take place this winter (December-February) and will consist of approximately onehour-long interviews with you and/or any other administrators on your campus whom you
identify as having experience in faculty hiring. Confidentiality will be maintained throughout the
data collection process, and no identifying information will ever be used in a publication or
presentation. Participation in this research would be completely voluntary, and you would always
have the option to withdraw at any time or to pass on questions that you do not feel comfortable
answering.
I do hope you will consider agreeing to be part of this research as your voice and experiences
would contribute not only to my research findings but also to a greater understanding of the
important work of private college administrators.
If you have any questions or would like more information, please do not hesitate to contact me. I
appreciate your consideration of this invitation and look forward to your response.
Take care,
Jamii Claiborne
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Appendix I
Interview Protocol
Introduction Script:
Greeting

Explanation of Zoom technology and invitation to note process for alerting if there are any
connectivity issues.

If you don’t have any questions, we’ll get started as I wish to be respectful of your time. We will
have a hard stop at the hour mark so that you can get on with your day. I have about 10-12
questions, but we will just get through as many as we can during our time together. My hope is
really to just engage in a conversation with you and learn from your experiences and
perspectives.

Just as a reminder, I am recording our conversation so that I have a complete and reliable record.

Thank you for agreeing to spend time with me today. As you know, my name is Jamii Claiborne,
and I am a doctoral student in the Higher Education Leadership program at Bethel University.
This interview is part of my dissertation research in which I hope to learn about the factors
influencing faculty hiring decisions at private, nonprofit colleges and universities in Iowa. Your
experiences are so valuable, and I’m grateful for your generosity in sharing them. As we’ve
discussed in our correspondence, the purpose of this interview is to learn about your experiences
with and perspectives on faculty hiring. There are no right or wrong answers, or desirable or
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undesirable answers. I would like you to feel comfortable saying what you really think and how
you really feel. Our interview today is confidential, and I appreciate you having completed the
consent form that is part of this research study. Just as a reminder, you are free to skip any
questions today or to ask at any point for something to be withdrawn from the record. Mostly,
I’m eager to learn about you, your experiences, and your perspectives.

Research area

Interview Questions/Prompts

General

•

questions

How long have you been in higher education and how long have you
been at your current institution? How long have you been in your
current position?

•

Can you briefly tell me about the ways have you been involved in
hiring faculty throughout your career, and in particular, how you are
involved in your current position?

•

I’d love to get a sense of your faculty hiring processes in general. So,
think about the last faculty hire you made. Can you briefly walk me
through that process from start to finish, from the decision to post the
position to the actual offer and acceptance?

•

How “typical” would you say the process you just describe is? Are
there similar processes for various types of faculty hires? For
example, tenure-track vs. nontenure-track, fulltime vs. parttime or
adjunct, “traditional” vs “post-traditional” programs (online, degree
completion, graduate, professional studies, etc.)? If so, why?

RQ1: What role

•

If you could hire the way you want to hire, without any external or
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do external
pressures,

institutional pressures, how would you approach hiring?
•

internal/personal
leadership

How close to your current hiring reality is the ideal you just
described? Are there challenges?

•

I’d like you to think in terms of greatest influence for a moment. What

values,

one or two factors do you feel are currently influencing faculty hiring

organizational

most at your institution?

strategic

o External pressures

processes, or

o Internal pressures

institutional

o Strategic plans or processes

missions play?

o Institutional mission, values, or purpose
•

[SKIP IF ANSWERED ABOVE] What values or ideals guide you
when hiring faculty? Are any of those particular to small, private
higher education?

•

How would you describe the expectations of you when it comes to
faculty hiring?
o Who sets those expectations?
o Who has the final decision in a faculty hire?

RQ2: To what
extent do leaders

•

In your experience, what role does student success (student learning,
satisfaction, achievement, etc.) play in the hiring processes?

utilize
information
about the
potential effects
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on student
success when
hiring
contingent
faculty?
RQ3: How

•

How, if at all, has the faculty composition changed during your time in

intentionally are

administration? In your opinion, what shaped any changes?

academic leaders •

Generally, how would you describe your institution’s overall hiring

monitoring and

plan?

shaping the

o Are there intentional short-term or long-term staffing plans?

faculty

o How well are you able to follow those as you make hires?

composition at

o If so, what values, goals, strategies frame it?

their

o How well or widely is it known?

institutions?

o Do hiring decisions tend to be focused on the present institutional
situation? On the future?
•

[SKIP IF SHORT ON TIME] What role, if any, does data play in
hiring decisions? And, has that changed over time?

•

[SKIP IF COVERED ABOVE] Can you describe any faculty hiring or
faculty structure practices at your university that you view as unique
or innovative (consortia, creative contracts, differentiated work
agreements, etc.)?

•

What you think the faculty structure and/or faculty hiring processes
will look like at your institution in 10 years?

202

Extra

•

How do you feel about the shift in higher education overall to hiring
more contingent faculty and fewer on the tenure track? How do you
feel about it at your university?

Conclusion Script:
That completes my list of questions. Do you have any other or further thoughts you wish to share
with me?

I did want to ask that if I have follow-up questions as I review the data gathered today, would
you comfortable with me contacting you via email for any clarifications and/or accuracy checks?

Thank you so much for your participation and for sharing your experiences and ideas with me
today. Again, I deeply appreciate your time. You have been incredibly helpful. Thanks again.
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Appendix J
Consent for Participation in Research
You are invited to participate in a study about faculty hiring processes at private, nonprofit
higher education institutions in the state of Iowa. I hope to learn what factors are most
influencing administrators at these institutions as they make faculty hiring decisions. You were
selected as a possible participant in this study because of your position as an academic
administrator who oversees hiring at your institution. This research is part of my dissertation
requirements for my doctorate in Higher Education Leadership at Bethel University. If you
decide to participate, I, Jamii Claiborne, will interview you about your hiring experiences for
approximately one hour either in person or via video conferencing.
Any information obtained in connection with this study that can be identified with you will
remain confidential and will be disclosed only with your permission. In any written reports or
publications, no one will be identified or identifiable, and only aggregate data will be presented.
Data from the study may be shared with the researcher’s dissertation advisor and/or
methodologist as part of the doctoral process. Those individuals will also maintain
confidentiality of the data. Interviews will be audio (if in-person) or video (if on video
conferencing) recorded. Once presentation of the dissertation is complete, all confidential data,
including interview recordings, will be destroyed.
Because the study focuses on your work as an academic administrator, there is the potential for
some questions to be perceived as sensitive. Participants are free to skip any questions they do
not feel comfortable answering or that they deem as overly sensitive. Participating in this study is
completely voluntary. You may choose not to take part in the study or to stop your participation
at any time, for any reason, without penalty or negative consequences.
This research project has been reviewed and approved in accordance with Bethel’s Levels of
Review for Research with Humans. If you have any questions about the research and/or research
participants’ rights, or if you wish to report a research-related injury, please contact me, Jamii
Claiborne (jrc39773@bethel.edu), my research advisor Dr. Jessica Tangen Daniels (jdaniels@bethel.edu), or Dr. Peter Jankowski (pjankows@bethel.edu), chair of the Bethel
University IRB Committee. You will be offered a copy of this form to keep.
______________________________________________________________________________
You are making a decision whether or not to participate. Your signature indicates that you have
read the information provided above and have decided to participate. You may withdraw at any
time without prejudice after signing this form should you choose to discontinue participation in
this study.
___________________________________________________
____________________
Signature
Date
___________________________________________________
Signature of Investigator
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